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MINISTRY OF EDUCATION (MED) 
ACADEMY FOR EDUCATIONAL DEVELOPMENT (AED) 
AGENCY FOR INTERNATIONAL DRIELOPMENT (AID) 

BASIC EDUCATION PROJECT (BASE) 
Managua, N~caragua 

ANNUAL PLAN 1994 

INTRODUCTION 

The BASE Project annual plan for 1994 was wrltten in January and February of 1994 Every 
effort was made to Insure that the process that led to the plan's development Included consultat~on 
with and the partlclpatlon of all of the lnstltut~onal players at every stage The lnrt~al gu~del~nes 
for the plan were establ~shed at a workshop on January 14 and 15 where key personnel of the 
Ministry, AID and AED exchanged Ideas on the meanlng and content of the Project, and establ~shed 
priorittes for 1994 rhese prlorlties -with few exceptions- are ~ncluded in the respective 
components and objectives through out the plan A second formal meetlng was held at the end 
of January to present a draft of the plan to the ad hoc commissions formed tn the workshop 
around the three components of the Project (lnstltut~onal Development, Teacher Tra~ning and 
Curriculum Development) The discuss~ons produced many comments and recommendat~ons 
which served to enrich, refine and Improve the document F~nally, In the fwst week of February, 
the last draft was circulated to the same readers and the observat~ons made at that time were 
mcorporated In th~s f~nal version 

Joint effort IS the key to success of a project that hopes to respond, albert part~ally, to bas~c 
educational needs wh~ch have been ~dent~f~ed by a state entity ded~cated to the substantla1 reform 
of a weak system Cooperat~on began w~th the planning for the first year of the Project, ~t w~ l l  
contmue and intens~fy In the comlng months and years as the Project unfolds In its mult~ple and 
complex facets 

The BASE Project was created w~th the goal of lmprovlng the qual~ty and eff~c~ency of 
primary educatton In N~caragua the results expected are a decrease In the number of students 
repeatlrig grades and an Increase In academ~c performance To reach these goals, gwen thew 
complex~ty and breadth, requlres coordmated and clear plannmg It IS hoped that these qual~t~es 
are reflected In the first year plan of the Project 



Just as basic educat~on tries to establish a firm foundat~on for a l~fet~me of effectwe 
learning th~s f~rst year work plan for the BASE Project proposes to establ~sh a sol~d foundation for 
the successful execution of the Project in th~s and the next four years of its operatton Followmg 
th~s strategy, the plan for 1994 emphas~zes those actlvttres and tasks that because they are 
fundamental to future activltles either because they are mstitut~onal priorities or s~mply because 
cons~derat~ons of sequence imposed priority status m~ght serve to create a programming 
~nfrastructure for subsequent project ach~evements Accord~ngly, the priorities for the three 
components of the Project may be summarized as follows 

Component I Institutional Development The three pr~ncipal areas of focus will be to (a) 
develop and inmate the ~mplementation of a strategy for educat~onal decentrahzatron, (b) 
design new systems for mformation management accountmg, budgeting and log~st~cs to 
Improve inst~tutional planning and eff~ciency, and (c) study and recommend Improvements 
of the MED's system for the development and ~mplementation of educational policy 

Component II Teacher Tramng Pr~ority will be given to (a) the creatlon of a strategic 
teacher training plan that i s  realistit, econom~cal and sustamable, wh~ch reaches active 
teachers as well as those studymg to be teachers, (b) the preparation of a baste educat~or) 
+guid$ that summarrzes and explams the key principles of N~caraguan primary educat~on, 
and (c) the development of a training program In active methodolog~e~ for more than 3000 1 
teachers, wh~ch wdl serve as a temporary response until the strategic tralning plan is  
written to the need for ~mproved teacher performance 

Component Ill Curr~culum Development The focus of the Project In '94 will be to (a) 
develop a strategic curr~culum development plan to gu~de actlvltles In th~s area during the 
Project and afterwards, (b) based on the strategic plan, begin development of teaching 
materials in language arts, mathematics and CIVIC education, and (c) create new curriculum 
gu~des In the same areas to enhance the usefulness of current school texts 

In keepmg with the principle of collaborat~on In everything related to the Project, an 
operatmg structure has been created which will guarantee a h~gh level of representation and 
responsrbil~ty by the people and offices most closely related to and affected by the Project Broad 
pol~cies and major decisions relatmg to the implementat~on of the Project WIN be carr~ed out by 
an Adv~sory Board headed by the V~ce Mnster and composed of the MED area d~rectors and 
represeotatives from AID and AED barly act~vitigs and dec~s~ons relatmg thereto w~ l l  be made by 
$hree"teqhnir;n$(;~mmi$slong, one for each component, composed of the pr~ncipal professionals 
of the ME0 and AED who will have the responsibdity for carrying out the work relating to each area 
of the Project The success of the BASE Project depends on the partlclpatlon and dedication of all 
those mvolved 



The work plan described on the following pages conslsts of a total of 30 specific objectives 
in three program areas, which embrace more than 100 specific activities to be partially or 
completely carried out in 1994 It should be pointed out that the objectives outlmed pertain to 
the life of the Project rather than to the current year, hence the four successive annual plans of the 
Project wtH be based on the same universe of objectives as this one Although this i s  a single, 
integrated project to fac~litate its understanding and implementation, the ~mplementation plan has 
been divided Into discrete components The plan for each component entails a narrative section, 
which highlights the priorltles and the achievements programmed for 1994, followed by a detailed 
timeframe of objectives and the activities to be carried to achieve those objectives Not all of the 
activities wdl be carried out in 1994, for those that will be completed a final product (report, 
workshop, etc ) and the tentative date for delivery are spelled out The column in the timeframe 
labeled "Inputs" shows the level of human and mater~al resources needed both from the MED and 
from AED- to carry out a spec~fic activity The figures found this column (for example 0 25, 0 50) 
refer to person/months of work 

Finally it should be pointed out that this- as all plans is  an approximation based on what 
was assumed and known at the time of its writlng Inevitably, the plan will be modifled dur~ng the 
year as circumstances warrant and situations demand As ~t stands now, the plan is  a rational 
guide for carrying out spec~fic activities The contemplative phase of the Project is now complete 
and the time for action has begun 



COMPONENT I INSTITUTIONAL DEVELOPMENT 

In the area of ~nstitutlonal development, the BASE Project proposes to establ~sh and 
malntaln the necessary organ~zational systems which will enable an efflclent allocation of the 
scarce human, materlal and flnanclal resources available to the Mlnlstty of Education (MED) to carry 
out i t s  educattonal mlssion The technical assistance to be provided wtll focus on three Important 
and interrelated areas 

(1) the Mlnlstry's capaclty to deslgn, produce, ~mplement and evaluate educatlonal poky  
at the national level, 

(2) the efflclency of the admln~stratlve and control systems at the level of the central MED, 
and 

(3) the capaclty of MED offices at the munlclpal level to work efficiently wlth the schools 
as well as wlth the central MED through the General Offlce of Coordlnatlon and Supervlhon 

Cooperation w~ th  the ME0 In definlng and structuring educatlonal decentrahzatlon a 
pnorlty inltlatlve already begun by the Ministry- will be the cornerstone of all the actlvlttes of the 
BASE Project, given that a dlrect relatlonshlp exists between the form and scope of the 
decentrallzatlon process dec~ded upon on the one hand, and on the other, the content and 
dlrectlon of the reforms In all Project areas 

~Accom~ l l shmen ts  to Date 

The BASE Project IS just begtnnrng Nevertheless, slnce the Project IS by deslgn a part of 
current ME0 mstitut~onal reahty and dynam~cs, some transitional actlvltles have already been 
lnltlated and are enumerated below 

1 Decentrallzatlon 1s a key inltlatlve both for the MED and for the Project Therefore, 
future work In thls area has been antlclpated though d~scuss~ons w~ th  ME0 personnel 
regardmg the coordmat~on of Project actwltres w~ th  those of the MED and w ~ t h  those 
broposed by the World Bank, wh~ch has lndtcated Interest In financrng the lrnplementat~on 
of certain aspects of decentrallzat~on As a result of these d~scussions, agreements have 
been reached whereby the Bank will flnance preliminary studles for the deslgn of an 
implementation strategy, the BASE Project will particpate In the plannlng as well as the 



rmplementation phases The timrng of activities established In the current Annual Plan will 
remain as scheduled 

2 Through prevlous technrcal asststance wh~ch provided an analysis of the functrons of 
various central MED offrces, a comprehenswe dragnosis has begun of the institutional 
structure of the MED, at both the central and mun~c~pal levels These analysis w~ l l  lead to 
recommendations for ~mproved adm~nistrative efficiency 

3 The development of the current annual plan, carr~ed out through a broad consultat~ve 
process w~thin the Ministry, represents the beg~nning of a traintng program in the 
fundamentals of planning and inter-min~ster~al coordination, which will be the foundation 
for carrying out the Project In the coming years 

C Priorities for 1994 

The work to be carr~ed out in 1994 will concentrate on those objectives which will permit 
the creation of a solid foundat~on for implementing institutional reform in the followmg years 
Thus 1994 prtorities are 

1 Decentral~zation Support the MED in the development and ~mptementation of a 
strategic decentralizat~on plan (Objectlve 1 ), analyze the capacity of municipalities 
to participate effic~ently in decentrahzation (Objective 2) ,  and define the functions, 
responsib~lit~es and procedures for the Off~ce of Coordmation and Superv~sion and 
other selected central and mun~cipal education offices (Objectlve 7) 

2 Planning Improve planning through new information (Objectwe 3 and lo), 
accounting (Objecttve 1 S), and budgetmg (Objectwe 9) systems 

3 Policy Development Strengthen the current poky  formulation systems through (a) 
better coordination between the ME0 and the National Education Council (Objective 
4) and (b) reform of procedures for the development, promotion and execution of 
MED's mternal pol~c~es (Objectlve 5) 



D Sequence and Relat~onship of Act~vities 

The prlorlty for the Plan in 1994, the first year of the project, i s  to establish a good 
foundation for future actlons The sequence of objectlves and activities to be carried out, and thew 
interrelationsh~p, are based on this principle It IS imperative that the issue of decentralization be 
resolved as a cond~tlon for the des~gn, for example, of ~nformation systems and budget plarrnmg 
procedures Decentralization will also have an Impact on organ~zational structure reforms and 
those proposed In the area of admrnistration and educat~onal poky development and execution 
If the Plan, in the followmg tables, projects the inltlation of actlvlties for many objectlves 
simultaneously with those related to decentrahzat~on ~t does so under the assumption that 
decentralizat~on as an Issue w~ l l  be resolved defin~tively by April or May at the latest, so that the 
Plan can be cawed out as proposed Any delay In tmplementmg decentralizat~on wrll have a 
serious Impact on carrylng out the Plan accordmg to the timeframe contained here In 

E Program Achievements for 1994 

By the end of 1994, the following will have been accomplished In this component 

lnformat~on system plans and specificat~ons completed Procedures for equipmeqtt 
g~@~asf: rnltiated 

Budgetmg system designed, Improvements In the system begun, procedures 
manual developed 

~ $ h u l t a t ~ v e ,  prQcess for deJeloping educational policy inmated j 

In collaboration with World Bank, a model and implementation plan for 
decentralizat~on developed Follow up in th~s area coordinated with the Bank and 
the ME0 

MED plannmg systems analyzed, procedures reforms in~t~ated 

Procedures for the development and implementation of institut~onal pol~cies 
analyzed, reforms recommended 

b 

Functions of the Office of Coordmation and Supervis~on, other key ME0 offrces, and 
departmental and mun~ctpal offices defined, manuals written according to the 
decentral~zat~on model 



Formatwe and sumatwe evaluat~on plans for the BASE Project developed 

MED procedures to coordinate actlvltles f~nanced by mternatronal donors 
strengthened 

Training needs assessment of central ME0 personnel completed, master trarnrng 
plan approved by the MED 

Personnel class~f~cation and adm~nistrat~on systems analyzed, reforms 
recommended New personnel manuals written 

Analysrs of logrst~cs systems completed reforms recommended and implementatron 
begun 

F Detailed Plan of Act~vitres 

The ~nstitutronal development component of the BASE Project rncludes a total of 16 spec~frc 
objectives to be completed durrng the five years of the Project The accompanyrng table prov~des 
a detaded descriptron of the actrvltres to be carrred out In 1994 for each of the 16 goals, the 
outcome expected as a result of each actrvrty, and the approxlmate date of completron The 
t~meframe remarns blank for actlvitles that are not scheduled durlng the current year 



BASEPROJECT 
1994 ANNUAL PLAN 

TIMEFRAME 

Component lnst~tut~onal Development 

Goal Improve the effectiveness of the poky  formulat~on process in the educational sector, strengthen the 
admin~strattve systems and support the MED In the process of decentral~zation 

ACTIVITY BY OBJECTIVE r;. 
Prel~mmary Objectwe 
Establish physical azld 
human Infrastructure for 
project management 

Purchase and Install 
offtce equipment, X 
furn~ture, and 
supphes 

Recru~t and h~re 
office personnel 

Objective 1 Support 
ME0 rn developing and 
executrng strategtc plan 
for decentral~zatton 

1 1 Review World Bank 
studies 

1 2 Estabhsh decentrah 
zatlon offtce h~re 
adwser, develop 
m u h  year strategy 
for educat~onal 
decentrahzatfon 

b 

OUTPUT 
INPUTS 

Off~ce set AED 
U P Off~ce 
Apr~l 30 furn~ture, 

computer 
equlP , 
telephone 
system, 
copter 

Off~ce 
staffed 
Apr~l 30 

Meeting AED Instl- 
May 1 tut~onal 

Special~st 
0 25 

Establ~sh AED Local 
office Adv~ser 
March 1 10 0 
H~re lnst Spec 
Adv~ser 0 25 
March 1 5  MED 
Strategy Decentrall- 
developed zatlon 
June 15 D~rector 

t o  



INPUTS 
OUTPUT 

a 
DATE 

(1 ACTIVITY BY OBJECTIVE 

Objective 2 Conduct 
study to determme 
mun~c~pal capab~l~t~es to 
adm~n~ster educat~onal 
programs and contr~bute 
effect~vely to decentrah 
zatlon at mun~c~pal level 

2 1 Study World Bank 
recommendatlons 

Meetmg 
May 1 

AED lnst 
Spec 0 25 

Objective 3 Improve 
MED's plannmg system 
through study of current 
system and des~gn of a 
plannmg model for 
dectslon maktng based 
on rellable tnformatton 

Report 
May 15 

AED lnfo 
Systems 
Spec 0 5 
MED 1 5 

- -  

3 1 Consult MED on 
Integrated system of 
information, 
plannmg and poky  
development 

Report 
August 3 1 

MED lnfo 
Systems/ 
Plannlng 
1 0  
AED lnfo 
Systems 
Spec 0 5 

MED 
Educat~on/ 
Plannmg/ 
lnfo 
Systems 
2 0 
AED lnfo 
Systems 
Spec 0 5 

3 2 Analyze relatron- 
shlps between 
plannmg and 

i ~nformatton systems 
and present report/ 
recommendat~ons to 
MED 

r 
Report 
Oct 31 

3 3 Assess needs 
related to data 
collect~on at the 
central and depart- 
mental levels 



ACTIVITY BY OBJECTIVE 

3 4 Design and test 
forms for data 
collectton at the 
school level 

3 5 Establish short term 
plannmg mechan~sm 
that relates 
information systems 
with dlstr~bution, 
storage and 
construction 

3 6 Des~gn medium- 
term plannrng 
mechantslns 

Objective 4 Coordmate 
with MED and Nattonal 
Education Counctl (NEC) 
the development and 
~mplementatron of a 
consultattve process for 
poky development - 
4 1 Produce flow chart 

of the present 
process and that of 
other countries 

4 2 Issue 
recommendat~ons 
for new process 

4 3 In c~ordlnatlon with 
NEC, hold an 
lnformattonal retreat 
to estabhs h agenda, 
define roles and 
d~scuss new process 



ACTIVITY BY OBJECTIVE 
J F 

4 4 Mon~tor process 

Objectwe 5 Analyze and 
recommend reforms of 
current ME0 systems to 
adopt, promulgate and 
execute rnstltut~onal 
pol~c~es 

5 1 Design and 
establ~sh an 
organization and 
methods off~ce In 
the MED 

5 2 Study the dec~sron 
making process at 
the executive and 
management levels 

5 3 Produce flow chart 
of current model of 
organtzat~onal 
decrsron making 
process 

5 4 Complete Inventory 
of written 
procedures In the 
various departments 

5 5 Assess needs In the 
areas of procedures 
and manuals and 
make 
recommendat~ons 
for improvement 

5 6 Study procedures 
for the 
drsseminatron and 
~mplementation of 
ME0 polic~es 



- - 

ACTIVITY BY OBJECTIVE 

5 7 Present 
recommendat~ons 
for reform of 
decwon maklng 
process of the ME0 

5 8 Recommend reforms 
of poky communr 
catron systems and 
~mplementat~on 
follow up 

5 9 Conduct workshop 
on dec~s~on makrng 

5 10 Conduct 
workshop on 
~0l lcy 
~mplementatlon 

5 1 1  Monrtor 
~mplementat~on of 
recommendatrons 

-- 

Objective 6 Conduct 
study of relat~onshlp 
between admtnlstratrve 
reform In the MED and 
tmproved performance of 
the educatronal qual~ty 

6 1 Formulate 
evaluatton desrgn 
and baselrne data 

6 2 Conduct study 

Objectwe 7 Defrne 
funct~ons and 
respons~b~l~t~es of the 
major MED departments 
mcludtng the Offtce of 
Coordrnaalon and 
Superv~s~on 

Recom 
mendatron 
July 31 

X 

Recom- 
mendat~on 
July 31 

Workshop 
August 3 1 l- 

t 

S O N  

X 

Workshop 
August 31 

X 

INPUTS 

AED lnst 
Spec 0 2 5  
MED 0 5 

AED lnst 
Spec 0 25 
MED 0 5 

AED lnst 
Spec 0 2 5  
ME0 3 0 
Facllrtators 

AED lnst 
Spec 0 2 5  
ME0 3 0 
Facrl~tators 



TIMEFRAME OUTPUT 
& 

DATE 
ACTIVITY BY OBJECTIVE INPUTS 

7 1 Write misslon 
statement and goals 
for the Office of 
Coordrnatron and 
Superv~s~on and 
other MED 
departments 

7 2 Conduct study to 
define the functions 
of offices studred, 
their relation to the 
Central MED offrce 
and their respons~bi 
lrtres and communi 
cations procedures 

M~ssion 
statement 
and goals 
Apr~l 1 5 

MED 1 0 
AED lnst 
Spec 0 5 

Report 
May 31 

MED 1 0  
AED 
Natronal 
Research 
Team 1 0 

7 3 Design, wrtte, 
publrsh and 
distribute policies 
and procedures 
manual for 
municrpal delegates 

7 4 Conduct workshop 
on the procedures 
of offices studred 

Manual 
August 3 1 

MED 1 0 
AED 
National 
Research 
Team 1 0 

MED 1 0 
AED 
National 
Research 
Team 1 0 

Report & 
workshop 
Sept 15 

Continues 7 5 Monitor procedure 
implementation of 
departments 

Objective 8 Devrse 
formatwe and sumatwe 
evaluation strategy of the 
3 components of the 
BASE Project as a model 
for a basic educatron 
evaluat~on system of the 
MED 

8 1 Develop formatwe 
evaihat~on system 
for inst~tutional 
development 
aspects of the BASE 
Project 

Memo 
Apr~l 30 

MED 0 5 
AED 
Evaluat~on 
Spec 0 5 



ACTIVITY BY OBJECTIVE 

8 2 Develop modet of 
new system for 
evaluat~ng projects 
and programs 

8 3 Create new forms 
for monrtorlng and 
evaluatmg programs 
and projects 

8 4 Study relatronsh~p 
between MED 
projects and 
programs, on one 
hand, and school 
and student 
evaluatron, on the 
other 

8 5 Conduct workshop 
on programs and 
projects evaluat~on 

Objectwe 9 Develop 
system and procedures 
manual for preparation of 
the MED's annual budget 

9 1 Analyze structure, 
formulatron and 
~mplementat~on 
budget process and 
of other f~nanc~al 
operations 

9 2 Des~gn budget 
system based on 
programs and sub 
programs 

9 2a Program software 

TIMEF RAME 

M A M  

X 

X 

OUTPUT 4 OtTE 

X X Sumatwe 
Evaluat~on 
Model 

;; 

June 30 

Forms 
July 31 t 

x 14 

J J A  

X 

X 

Works hop -JL- 

X 

Report 
Aprd 30 

Report 
Sept 30 

Report 
Nov 30 

INPUTS 

AED 
Evaluat~on 
Spec 1 0 
Costs 
VlS l tS  to ~i 
Salvador & 
Guatemala 
/ 2  people 

MED 0 5 

MED 1 0 
AED 
Nat~onal 
Consultant 
0 75 

MED 0 5 
AED 
Facrl~tator 
0 5 

MED 1 0 
AED 
F~nanctal 
Spec 0 5 

MED 3 0 
AED 
Fmanc~al 
Spec 1 0 

MED 1 0 
AED 
F~nanc~al 
Spec 1 0 



II ACTIVITY BY OBJECTIVE 

9 2b Implement and 
follow up 

9 3 Develop a 
procedures manual 
for budgetmg 
process 

11 9 4 Conduct educational 
workshops for 
adm~n~strat~ve and 
budget personnel 

Objective 10 Des~gn 
lnformat~on system 

10 1 Vls~ts to observe 
other educattonal 
mformat~on 
systems 

10 2 Assess 
mformat~on 
systems needs of 
MED 

10 3 Inventory local 
resources 
(software 
programmmg, 
training 
~nstltut~ons) 

10 4 Design a global 
informatton 
system 

OUTPUT 
a INPUTS 

DATE 

Report MED 1 0 
Dec 31 AED 

Fmanc~al 
Spec 1 0 

Manual 
Dec 31 

Com 
puttng 
Workshop 
Dec 15 
lmplemen 
tatron 
Works hop, 
1995 

MED 1 0 
AED 
Financ~al 
Spec 1 0 

MED 1 0 
AED 
Faclhtators 
0 5 

Tr~p 
Aprrl 30 

Report 
July 31 

AED lnfo 
Systems 
Spec 0 25 
Costs 
trip/ 3 
people 

AED lnfo 
Systems 
Spec 1 5 
MED lnfo 
Systems 
2- 5 

Report AED Info 
August 31 Systems 

Spec 0 25  
MED lnfo 
Systems 
0 5 

Plan AED Info 
Oct 31 Systems 

Spec 1 5 
Costs 
workshop 
design 



ACTIVITY BY OBJECTIVE 1- 
10 5 Prepare 

spec~ficatlons for 
equipment, 
software and 
mstallatlons and 
present to 
IRM/Wash~ngton 

Objectwe 1 I Strengthen 
MED's capacity to 
coordinate and Integrate 
projects financed by 
mternational 
organlzatlons 

1 1  1 Analyze the 
functlons, 
respons~bilrt~es 
and needs of 
Nat~onal Office of 
Project 
Coordmation 

1 1 2 Present report and 
recommendat~ons 
on structure and 
functlons of offtce 
to V~ce Mmster 

1 1  3 Develop a follow 
up plan 

1 1  4 Implementand 
monltor the plan 

Objective 12 Conduct 
study to determrne 
tralnlng needs In Central 
ME0 and mun~crpal~t~es, 
develop dehver system 
for tralnlng study with 
plan and timetable 

12 1 Qevelop actlon 
plan 

12 2  Oes~gn a tralnlng 
needs assessment 
for MED and mu- 
nicipal personnel 

OUTPUT 
4% 

OAT E 

Report 
Dec 31 

Memo of 
under 
stand~ng 
Aprd 30 

Report 
June 1 5  

Memo 
July IS 

Cont~nues 

Plan 
June 30 

Report 
August 3 1 

INPUTS 

AED Info 
Systems 
Spec 0 75 

MED 0 5 

MED 0 25 

MED 0 25 

AED 
Tralnmg 
Spec 1 0 
MED 2 0 



ACTIVITY BY OBJECTIVE L- 
14 3 Create a 

performance 
appraisal system 
(pollc~es 
procedures, 
forms) 

14 4 Produce revlsed 
personnel manual 
of positions, 
functions, 
classifications and 
salar~es 

14 5 Conduct 
workshop to tram 
Human Resources 
personnel 

Objectne 15 Support 
the MED In the 
lmplementatlon and 
~nstallat~on of accounting 
system 

1 5  1 Assess the 
present system 
and submtt 
recommendat~ons 

15 2 Draft accounttng 
procedures 
manual 

15  3 Purchase and 
~nstall systems I 

1 5  4 Conduct 
trarnlng 
workshops 
h r  
accounting 
and 
admtn~s- 
tratlve 
personnel 

M J J A  

OUTPUT 
8 

DATE 

in 1995 AED HR 
Spec 0 5 

INPUTS 

X 

X 

Report 
Nov 30 

Report MED 1 0 

Systems 
Spec 1 0 

X 

MED 1 0  
AED HR 
Spec 0 5 

Manual 
July 31 

MED 1 0  
AED Info 
Systems 
Spec 0 5 

July 31 Computer 
E W P  
pending 
analysis 

Workshop 
August 15  

MED 0 5 
AED 
Facrlrtator 



ACTIVITY BY OBJECTlVE r- 
Objective 16 Study 
current systems for 
purchasmg, recervlng, 
storing and d~strrbuting 
educational mater~als and 
equipment, part~cularly 
text books and didactic 
mater~als at Central MED 
and munrcrpalit~es Make 
recomrnendatrons 

16 1 Assess MED's 
present systems 
for the manage- 
ment, purchase, 
storage and 
d~st r~but~on of 
mater~als 

16 2 Analyze current 
security and 
Inventory systems 

16 3 Analyze the 
munrc~pal 
Ioglstlcs systems 
and identtfy 
storage optlons In 
Managua and the 
major 
munrc~pal~ties 

16 4 Develop a master 
plan for a 
decentralized 
log~stics system 

16 5 Implement plan 
and tram central 
and municrpal 
~ersonnel 

OUTPUT 
a 

DATE 

Report 
June IS 

Report 
June 15 

-- 

Report 
August 1 5  

Plan 
Oct 31 

Workshop 
Dec 1 5  

INPUTS 

MED 2 0 
AED Local 
Loglstlcs 
Speciahst 
1 0  

NED 2 0 
AED Local 
Loglstlcs 
Spec~altst 
2 0 
- 

MED 2 0 
AED Local 
Logrstics 
Spec 2 0 

-- 

MED 1 0 
AED Local 
Logistics 
Spec 1 0 

MED 1 0 
AED Local 
Loglstlcs 
Spec 1 0 
Facll~tators 
1 0  



ACTIVITY BY OBJECTIVE 

16 6 Implement 
rmproved logrstrcs 
system to drs 
tribute materrals 

TIMEFRAME 

J F M A M J J A S O N D  

OUTPUT 
8 

DATE 

1995 

INPUTS 



COMPONENT I1 TEACHER TRAINING 

A Component Description 

The goal of the teacher training component is to improve the professional skills of first 
through fourth grade teachers This will be accomplished using a strategy of child centered active 
pedagogical methodologies The proposed techntcal asststance will provide in servtce and pre- 
service tratning, and will produce low cost, relevant instructional materials Providing the teachers 
wtth new teaching methods will allow them to meet individual student needs, thus improving 
students' progress from one grade to the next and lowering the costs associated with grade 
repetition The technical assistance, equipment and the traintng provrded through this component 
will improve the normal schools' capacity to certify teachers and they will work to increase the 
partlcipatron of parents and community members in the education of therr chtldren, thus 
strengthening the decentralization initiatives of the MED 

The specific objectrves of the component are 

Develop and d~stribute a Basrc Education Curde 

Develop and implement an rnformation, education and communrcation plan to involve the 
communities in the national education system 

& I d  
Develop a master teacher training plan 

- Strengthen the country's normal schools / 

Establrsh and begin operation of laboratory/demonstration schools 
I 

&LL) L @ 9  

Trarn 12,000 teachers rn actrve methodologres and rn the use of new teachrng materrals 

Carw out feasibtlity studies on cost recovery of teacher training program *9 
*\ 

B Accsm~l~shments to Date 

The following actrvittes have been completed or are presently being implemented 

A study in the causes of grade repetition 1 



Three workshops on active methodologies, two completed last year and one in February 
of this year 

Planntng for 1994 

The identification of a MED counterpart to the Project long term technical assistant 

The establishment of a technical commission composed of representatives from the 
offices of Primary Education, Teacher Tra~ning a 
planning for actrvities to take place in 1994 

C Priorities for 1994 

The key to the success of the Project in the area of teacher trainrng i s  the development of a 
global training strategy, this will be the top prrorlty of the component for 1994 To achieve this, 
the following activities will be carrred out 

a analyze the current system includrng the methodological content of the pre service and 
in-service programs, personnel recruitment and qualifications, and budgeting processes 

b study reform options for the current system, taking into account the long term needs of 
the ME0 relatwe to effectiveness, efficiency, costs and sustarnability 

c define the role of the strategic training plan as the bas~s for future training, for the 
establishment of demonstration/laboratory schools, and for the establrshment of a master 
teacher program, 

d Develop a schedule of priorities for this component and for the purchase of equipment 
tn 1995 

In 1994, a Basrc Education Cuide will be developed based on child centered methodolog~es 
and on curricular innovations developed in the corresponding component of this Project The 
Cu~de written this year will be tested and a final version published in 1995 Teachers w~l l  be 
trained in the use of the Guide, and MED personnel will receive an orientation on i t s  content 

The prrnctples rncorporated rn the Gutde, dissemrnated through Information, Education and 
Communication (IEC) techniques, will serve as the foundation for a promotional campaign designed 
to increase community participation In the educational innovations of the Ministry and strengthen 



support for quality educat~on Planning for this actlvlty will begm In 1994 and ~t wdl be 
Implemented in 1995 

The workshops in active methodologtes begun In 1993, will continue In 1994 However thew 
future structure and content will be determined by the strategic training plan established th~s year 
and wdl ~nclude the new curr~culum materials to be developed 

The activities contemplated for the following years w~ l l  ~nclude the production and distribut~on 
of the Bas~c Education Culde, the start up of demonstration schools, the selection and training of 
the master teachers, the restructuring of normal schools, the ~mplementation of a new in-service 
teacher training program and the lnltiatron of a tralning program in the new language arts and 
math curricula yet to be developed 

0 Seauence and relations hi^ of Act~v~t~es 

The Basic Education Cu~de, whose primary focus will be more the princ~ples of teaching 
methodology rather than specif~c content Issues, will nonetheless be written in coordination w~th 
the Curriculum Off~ce and wdl reflect lnnovatlons they introduce The promotional campaign wdl 
be designed around the bas~c principles contained in the Gwde and the objectives ~dent~fied by 
the MED to Improve the quality of education 

The master plan for teacher training will be developed by a committee made up of 
representatlves of the two MED departments in charge of in service and pre service training and 
representatives of the MED's curriculum office Future methodology trainlng will relate to the new 
curriculum produced by the curriculum unit and will be derived from the master tramng plan 

The formative and sumative evaluat~on programs for the teacher trainrng component will be 
integrated w~th the other components of the BASE Project (see Objective 8) The sumative 
evaluatton program as it relates to training and curriculum development will include a study to 
measure proficiency levels before and after project Intervention In the areas of language arts and 
mathemat~cs 

E Proaram Achtevements for 1994 

Strategic teacher training plan developed 

Prelim~nary version of the Baslc Education Gu~de developed 



i Qual~ty educat~on promotional campaign developed 

I - Master teacher recruitment plan establ~shed 

Plan and equipment list for model laboratory/demonstrat~on schools developed 

33L5 first grade teachers normal schools teachers and personnel from theoffice of 
Teacher Tralning trained In active methodotogles 

I F Detailed Plan of Acttvwes 

See Table 



BASEPROJECT 
1994 ANNUAL PLAN 

TIMEFRAME 

Component Teacher Training 

Goal Improve the professional sk~lls of teachers in grades 1 through 4 

OUTPUT 
& 

,DATE 
ACTIVITY BY OBJECTIVE INPUTS 

Objective 17 Define and 
develop strategies to 
promote and implement 
educational reforms of 
the BASE Project 

17 1 Define and 
design basic 
education Gu~de 
(~nclud~ng basic 
competency 
I1sts) 

Prel 
design 
Nov 30 

AED 
Curriculum 
Spec 2 0 
Local 
Desktop 
Publish 
Spec 0 5 
Local 
Illustrator 
0 5 
MED 4 0 

17 2 Test, review and 
produce Cu~de 

Continues 
in 1995 

AED Local 
Illustrator 
0 5 
Curriculum 
Spec 0 5 
ME0 1 0 ,a 

Define and plan AED 
Communi- 
cations 0 5 
Local 
Comrnunl- 
cations 1 0 
ME0 0 5 

strategy for dis 
tribut~on of 
Culde and for 
i ts  promo-tlon 

strategies 
developed In 



ACTIVITY BY OBJECTIVE 

Objective 18 Design 
teacher training plan 

18 1 Review current 
training system 
and develop 
overall pre- 
service and in 
service training 
plan 

18 2 Carry out plan 
to recrult and 
train master 
teachers 

18 3 Locate and 
eWlP 
demonstration 
schools 

Objective I S  Teach 
active methodologies 
(MAS) and use of new 
instructional materials in 
accordance wlth plan 
developed in objective 18 

19 1 Prepare training 
plan for 3375 
first grade 
teachers, 180 
normal school 
Instructors and 
the technical 
personnel of 
MED Teacher 
Tra~ning Office 

OUTPUT 
INPUTS 

July 31 Training 
Soec 2 0 

Plan 
April 30 
July 31 

ME0 
Central 
3 0, 
Delegates 
3 0 
AED Per 
Diem, 
transp (95 
persons/ 
2 days) 



INPUTS 
OUTPUT 

a 
DATE 

Workshop 
Feb 18 
May 21 
August 2 1 

ACTIVITY BY OBJECTIVE 

- - 

19 2 Conduct 
workshops 
(teachers) 

AED 
Tools/ 
Mater~als 
(US% 
40/packet 
/3375 
teachers) 
ME0 
Tra~ners 
70 0 (90 
tralners & 
assist /3 
wks /3 
work- 
shops) 

19 3 Monltor the 
appllcat~on of 
active 
methodologies 

Tra~nrng 
Plan 
Revis~ons 

ME0 
Technrcal 
Ass~stants 
150 0 (2  
VlSl tS x 0 5 
vlsit/day x 
1200 
teachers x 
3 work 
shops) HQ 
& Aca 
5 25 

Objective 20 Conduct a 
study on the causes of 
grade repetttlon, 
Incorporate fmdings In 
the des~gn and 
~mplernentat~on of the 
action plan for teacher 
training 

20 1 Analyze results 
of study on 
causes of grade 
repetltlon 

b 

20 2 Include fmdings 
of study In 
design and 
actron plan for 
teacher training 

MED 2 0 



I I TIMEFRAME I OUTPUT li 

studies In the areas of 
teacher trarnlng and 
curr~cular development 
(See Objective 28) 



COMPONENT Ill CURRICULUM DEVELOPMENT 

A Comoonent Descriotion 
L 

The curriculum development component of the BASE Project focuses on improving the 
efficiency and quality of Nicaraguan basic education by developing coherent curricula and 
designing low cost teaching materials for the first four grades The activities to be carried out in 
this area will be closely coordinated with those of the teacher training component To ensure 
sustainability given the financial constraints of MED, all technical assistance, acquisition of 
equipment, and training provided by the Project will focus on low cost materials that are easy to 
use and appropriate for the basic education environment in Nicaragua The lack of basic 
infrastructure in the schools -such as desks, school equipment and teaching mater~als- weakens 
the impact of the new curriculum materials being developed, thus, prov~ding school equipment will 
be a secondary objective of this component 

The general objective of the component will be achieved through activities to be carried out 
in four principal areas 

1 The Development of lnstructional mater~als to accompany Existing Texts In this area, the 
utility of existing texts will be enhanced by supplementing them with curriculum guides which 
incorporate the ne.t methodologies and curricula adopted by the new Curriculum Technical 
Commiss~on established through the Project 

2 New Curr~cula Ground will be prepared for the development of new curricula by setting 
grade level competencies in each subject, the development of a curricula development master 
plan, and the development of modules based on active methodologies 

3 New lnstructional Materials New materrals will be designed for grades one through four 
in language arts, mathematics and civic education 

4 Student Assessment Procedures and instruments will be developed to measure 
achievement based on the established grade-level competencies 



B Progress to Date 

The following actrvrtres have been carrred out to date 

- Formation of a Currrculum Technrcal Commrssion to coordinate the actrvrties of thrs 
component of the Project 

Development of a plan for 1994 

- Began developrng detarled work plans for the Technrcal Commrssron 

Formatron of sub-committees withrn the Technrcal Commrss~on for specific technrcal 
activrties 

C Pr~orrt~es for 1994 

Three activities, each fundamental to the success of the Project In the coming years, have 
been pr~orrtrzed for 1994 

I Master Curr~culum Plan The master plan wrll be the theoretical and practical framework 
for the development of all curr~culum development actrvltles to be carrled out In the Project 
It will be developed over a five-month perrod and will include curricular frames of reference 
and crlterra for grade-level competencres In the frrst four primary grades 

2 Teachrng Materrals Materrals will be prepared in language arts, mathematrcs and crvrc 
education and wtll be closely tied to the master plan establrshed for thrs component The 
teachrng mater~als to be prepared wdl also reflect the methodologrcal prrnciples whlch wrll 
be chosen to gu~de the teacher training plan to be developed 

3 Currrculum Guides Currrculum gurdes will be prepared during the last five months of the 
year and tested in the frrst months of 1995 The development of the student assessment 
program wrll coincrde wrth the development of the gu~des, both wrll be ready for testlng In 
early 1995 



D Seauence and Relat~onshm of Act~vitres 

The format~on of the Curr~cular Rev~ew Commrttee (objectlve 22) is key to lnitratlng all other 
actlvltles including training of MED personnel in curr~culum desrgn (objective 23) and desktop 
publrshmg (objectwe 27), the development of the master plan (objectlve 241, and the design of the 
gu~des (objective 26) These activitres will be closely t~ed to the teacher tramng component smce id 

future plans call for teacher tralning based on the pr~nc~ples and curricular content developed by 
the curriculum developyent component Objective 28, the cost recoven/ study, will be related to 
aspects of the rnstitut~onal development component and wdl be t~ed also to a simrlar objectlve 
found in the teacher training component 

E Proaram Achievements for 1994 

By the end of 1994, the follow~ng w~ l l  have been accompl~shed In the curr~culum development 
component 

Curr~cular Review Comm~ttee formed 

Comm~ttee members tra~ned In curriculum design 

Master curr~culum plan written 

Grade level competencies establ~shed 

F~rst draft of curriculum gu~des for grades 1 through 4 developed 

Development new mater~als rn~t~ated In the three core subjects 

Appropr~ate staff in MED trained In desktop publ~shtng 

Feasibihty study on cost recovery ~nittated 

Plan for development of student assessment strategy completed 
b 

F Detaded Plan of Activ~tres (see trmeframe) 



BASEPROJECT 
1994 ANNUAL PLAN 

TIMEFRAME 

Component Curricular Development 

Goal Improve students' abiltties to master bastc subjects and to progress adequately from first to fourth grades 

ACTIVITY BY OBJECTIVE 1- 

Objective 23 Tram 
camrntttee mii?bei.s lii 
curricular design and 
familiartze them wlth the 
latest lang arts, math 
and civics curr~culum 
innovatlons 

23 1 Complete six 
obsetvat~onal 
vlslts to model 
schools (PAM- 
PALE, school 
us~ng acttve 
methods, MED- 
SIMEN) and 
regular schools 

Objective 22 Create 
Curricular Review 
Commlttee to direct, 
revise and approve 
curricular materrals for 
MED, develop technrcal 
sub committees 

22 1 Develop 
curricular 
development 
plan 

22 2 Create 
Technical 
Commlttee for 
materlal 
development 

TlMEf RAME I OUTPUT t 

X X 

X 



ACTIVITY BY OBJECTIVE IJm 
and data tables 

23 3 Desrgn 
curricular 
methodology 

0bjective 20 Predxe a 
curr~cular master plan, 
curr~cular gurdeltnes, 
and grade-level com 
petencres for grades I 4 

24 1 Develop 
theoretrcal 
framework for 
prlmary level 

24 2 Establrsh a 
formal retatron 
between the 
curriculum and 
teacher training 
components 

Objective 25 Develop 
curr~culum materrals 
based on aarve 
methodologres for tang 
arts, math and social 
studres 

Objectid 26 Produce I 
curr~culum gurdes for 
grades 1-4 for testrng in 
1995 

J J A S  

X  X 

X X X  

X X X X  

X X X  

OUTPUT 
a 

DATE 

Observa 
tion data 
sheets 
May 30 

Trarnrng 
seminar, 
Document 
July 31 

Study 
plans, 
grade- 
level corn 
petencres 
August 3 1 

Work 
meetrngs 

Princ~ples 
est for 
each 
subject 
August 3 1 

INPUTS 

MED 0 5 

MED 2 0 

AED 
Design 4 0 
MED 3 5 

MED 5 0 

AED 
Design 4 0 
MED 2 5 



OUTPUT 
& 

DATE 
ACTIVITY BY OBJECTIVE hF INPUTS 

J J A  

X 

x 3 4 

26 1 Develop guide 
and support 
material 
packets 

Draft 
approved 
Dec 31 

MED 2 5 

26 2 Formulate 
production and 
d~stribution 
plan 

Plan 
approved 
Sept 30 

MED 1 0 
AED 
l oglstlcs 
1 0  

26 3 Select schools 
and teachers to 
be tra~ned 
Determine 
mater~als needs 

Report 
C)ec 31 

MED 2 0 

26 4 Produce packet 
prototype for 
testing in first 

Sample 
material 
by grade, 
first 
trimester 
Dec 31 

AED 
Evaluation 
1 0  
MED 0 5 phase 

/I 
January 
1995 

26 5 Produce and 
distribute I 1 
packets 

Jan March 
1995 

26 6 Tram personnel 
of the Central 
MED office and 
teachers In 
packet use 

Objective 27 Strengthen 
MED's ab~lity to des~gn 
and produce curr~culum 
gu~des using desktop 
publishing 

27 1 lnstall 
computer 
equrpment and 
software rn the 
Currrcular 
Develo~ment 

Equipment 
rnstalled 
Sept 30 

AED 5 
computer, 
2 
scanners, 
=oPvlng 
equip & 
brnding 
AT 
Computer 
Spec 2 0 

office 



ACTIVITY BY OBJECTIVE 1- 
27 2 Tram Technical 

Comm~ttee in 
type settlng 

Objective 28 Conduct 
cost recovery feastbl tlty 
studtes In the areas of 
teacher trarning and 
curr~cular development 
(See Objective 21 ) 

Objective 29 Develop 
procedures and 
instruments--based on 
previously established 
grade-level 
competencies--to 
measure students' 
scholasttc performance 1 

I 

29 1 Develop actton 
plan 

29 2 Develop 
procedures and 
Instruments 

29 3 Test 
procedures and 
Instruments 

29 4 Tram MED 
personnel tn 
admtn~stratton 
and evaluatton 
of student 
assessment 
program 

TIMEFRAME I OUTPUT I 

X 

X X X  

X 



BASE CONTRACT BUDGET ESTIMATES 
CALENDAR YEAR 1994  -ANNUAL PLAN 

1 SAIARIES AND WAGES 

2 FRINGE BENEFITS 

3 SHORT TERM TECHNICAL ASSISTANCE 

4 TRAVEL AND TRANSPORTATION 

5 OTHER DIRECT COSTS 

6 INDIRECT COSTS (on Lmes 1 5) 

7 ALLOWANCES 

8 SUBCONTRACTORS 

9 G&A (on lme 9) 

1 0  PARTICIPANT TRAINING 

11 Fee (L~nes 1 6) 

1 2 PROCUREMENT 

1 3 PROCUREMENT FEE 

TOTAL 



1 SALARIES AND WAGES 
Home Office Staff 
Project Dlrector (Clllies) 
Operations Management (Herrling) 
Operations Management (Cubbms) 
Secretary/Admin 

Subtotal Home Office Staff 
B 
N Long Term F~eld Staff 

Chief of Party (Mills) 
Teacher Training Specialist (Sedlak) 

Local Field Staff 
Procurement Officer 
Executive Assistant 
Accountant 
Secretaries (also see Juarez budget) 
Dnver/Messenger 

Subtotal F~eld Office Staff 

TOTAL SALARIES AND WAGES 

2 FRINGE BENEFITS (excl local field staff) 

3 SHORT-TERM TECHNICAL ASSISTANCE 



=PD=PP5========I=tP===============P=PPP====================Ps======================================= 

COMPONENT I 
Human Resources (See Ideas) /mo 0 0 00 0 
Record Storage (Also See Juarez and Ideas) 5,500 /mo 0 0 00 0 
Tramng (See Ideas) /mo 0 0 00 0 
Budgetmg (See Ideas) /mo 0 0 00 0 
Accounting (See Ideas) /mo 0 0 00 0 
Log~stfcs & Storage 5,500 /mo 16,500 3 00 0 
Planning and Policy 5,500 /mo 1 1.000 2 00 0 

D Evaluation (See Juarez) /mo 0 0 00 0 
w Brganizatlon Management (See Juarez) /mo 0 0 00 0 

MIS Design (See Ideas) /ma 0 0 00 0 
MIS Promotron and Appllcatlons (See Ideas) /mo 0 0 00 0 

LOCAL 
Software Development 
Decentralization 
Revenue Sources 
Poltcies & Procedures 
Log~st~cs and Storage 
Personnel 

COMPONENT I 1  
Teacher Training Expert 
Teacher Training Expert 
Basic Educat~on Cu~de 
Basic Educat~on Cu~de 
Training Seminars 
Tra~ning Sem~nars 



National Seminars 
National Sem~nars 
Development Teacher Tra~ning Materrals 
Development Teacher Trainrng Materials 
Development Master Teacher Program 
Development Master Teacher Program 

LOCAL 
b Guide Use Survey (1 43 s~tes) 
P Selec of Demo Schools, etc (52 srtes) 

COMPONENT Ill SEE JUAREZ BUDGET 
School Frnance 
Commodrty Logistics and Procurement 
Curriculum Design 
Desktop Publ~shing 
Math Curr~cuium Desrgn 
Science Curr~culum Design 
Soc~al Studres Curr~culum Design 
Civics Curriculum Desrgn 
Evaluation 
Newsletter/Monthly Reader 
Formatwe Evaluation 
Brlmgual Education 
Repetitron 

LOCAL 
School Pop Survey 



Subtotal Consultants 

4 TRAVEL AND TRANSPORTATION 
Travel for Cand~dates to Managua 

Arrfare US/Managua per Candtdate d Per Drem @ $1 72/day (3 ays/Cand~date) 
> Ch~ef of Party (plus 1 dep) 
VI 

To Post 
A~rfare DC/Managua/DC 

Pre-Departure Costs Q 
Excess Baggage @ 
R&R Travel @ 
Home Leave @ 

Teacher Trarner Spec~al~st (plus 0 dep) 
To Post 

Arrfare DC/Managua/DC 
Pre Departure Costs @ 
Excess Baggage @ 

R&R Travel @ 
Home Leave @ 

Short-Term Techn~cal Assrstance 
Arrfare DC/Managua/DC 



Subtotal Travel & Transportat~on 71,565 0 

5 OTHER DIRECT COSTS 
B Commun~cations 
m Printing and Copying 

Postage/DeItvery/Courier 
Expendable Supplies 
Chief of Partyneacher Trainer Speclalist 

Alr Fre~ght @ (250 Ibs each) 
Surface Freight and/or storage (1 8,000 Ibs each) 
Shrpment of POV 
Medical Exam~nat~on @ COP/TTS 
Medivac Insurance @ COP/TTS 
DBA @ 

Teacher Trainmg 
DBA @ 

Short-Term Techntcal Asststance 
Medivac insurance @ 

DBA @ 
- OM0 A 133 audit costs for Juarez (see Juarez Budget) 

OM0 A 133 audit costs for IDEAS 

r Subtotal Other Direct Costs - 

3 /Ib 
100 /cwt 

2,500 /I way 
9300 00 /ea 
$1 70 00 /yr 

5 95% 



ACADEMY FOR EDUCATllONAL DEVELOPMENT 
DETAILED BUDGET 
Request for Proposal (Ri P) No USAID/N~caragua 93-01 
Basic Education Projgct No 524-0329 YEAR 1 BUDGET 

TOTAL DIRECT COSTS 

6 INDIRECT COSTS (on Lines 1 5) @ 

7 ALLOWANCES 
> Ch~ef of Party 
u Temporary Lodgmg Allowance COP 

Housmg Allowance @ 

Housing Ut~lit~es 
Housing Guard %&ice 
Housmg - Maintenance/Renovation 
Housmg - Rad~o lnstallat~on 
Housing - Alarm Installatron 
Post Differentla1 (COP) 
Post Allowance (COP 1 pers) 
Separate Hous~ng Allowance 

Teacher Tratnrng Specralrst 
Post D~fferent~alG 
Post Allowance (1 pers) 
Temporary Lodgmg Allowance TTS 
Housmg Allowance @ 
Housing Util~tres 
Housing Guard Service 
Housing - Ma~ntenance/Renovat~on 



ACADEMY FOR EDUCATIONAL DEVELOPMENT 
DETAILED BUDGET 
Request for Proposal (RFP) No USAID/Nicaragua 93 01 
Basic Education Project No 524-0329 YEAR 1 BUDGET 

8 SUBCONTRACTORS 
Juarez and Associates 
IDEAS 

D Local Collaborating lnst (Software Trng/RFP P 30) 
00 Local Collaborating lnst (Maint ,etc ,per RFP P 13) 

Subtotal Subcontractors 

COMPONENT I lnstrtutiorral Strengthening 
LOCAL SEMINARS 
MIS End Users Courses [I 0 people X 70 courses] 
MIS Spec Data Base Tech [ I  0 people X 6 courses] 
Nat'l Ed Council Retreats (2 days)f30 people X 5 courses] 
Clerical Workshops (2 days)[lO people X 10 courses] 
Mgt Techniques (5 days)[l 5 people X 6 courses] 
Perform Appraisal (2 days)fl0 people X 20 courses] 
Municipal Devel (5 days)[30 people X 30 courses] 
Site Costs (per course) 
Materials Costs 



Workshop Factlttatton 
I 

US/3RD COUNTRY 
General Administrat~on (US - 6 p/w) 
Job Classrficatron (US 6 p/w) 
Plannmg and Analysis (3rd Ctry - 6 p/w) 
Project Management (3rd Ctry - 6 p/w) 
Budget & Control (US 6 p/w) 

> Observational Visits (US & 3rd Ctry 30 p/w) 
MIS Observatronal Vrsit (Regron - 9 p/w]~ 

COMPONENT II TEACHER TRAINING 

LOCAL TRAINING SEMINARS (LTS) 
Teacher Trainrng Seminars - general (3000*3) 

LTS 1 (5 days)(40 people] 
LTS 2 (1 0 days)[l20 people] 
LTS 3 (1 0 daydl43 people] 
LTS 4 (5 days)20 people X 2 courses] 
LTS 5 (1 0 days)[40 people) 
LTS 6 (1 0 days1286 people] 
LTS 7 (1 O day911 28 people] 
Natronal Seminar (1 0 days)f435 people X 5 courses] 
New Materrals by Subject Area (1 day)[l200 people] 
New Materials Tralners(l0 dayslX(l2 p ople per 10 sites) 

Site Costs (per course) 
lnv~tational Travel (1 5 days)[lO people 

Materrals Costs 



COMPONENT Ill CURRICULUM DEVELOPMENT AND MATERIALS 
Local Seminars (1 5 days)[21 people X 1 course] SEE JUAREZ BUDGET 
US/Third country (6 weeks)[4 people X 1 session]SEE JUAREZ BUDGET 

Subtotal Partic~pant Training > 
11 Fee (Lines 1 6) 0 

SUBTOTAL COSTS 

12 PROCUREMENT 
Teacher Training Materials (3000 @ 55) 
Office equipment and furniture 
Vehicles (3 @ 28,000) 

Subtotal Procurement 

13  PROCUREMENT FEE @ 

GRAND TOTAL 



CATEGORY 
Year 1 

RATE /UNIT Totals UNITS 

1 SAlARlES AND WAGES 
HOME OFFICE STAFF 

Home Office Coordmator 
Admrn/Clerical Support L Marine 

Subtotal Home Office Staff 

COMPONENT Ill CURRICULUM DEVELOPMENT 
Long-Term Adv~sors 

Curr~culum Development (Schrfin~) 
Adminrstratrve Assrstant 

Subtotal Component Three Salary 

TOTAL SALARIES AND WAGES 

2 FRINGE BENEFITS (except local Admin Asst ) 

3 CONSULTANT FEES (Short Term Adv~sors) 
COMPONENT I INSTITUTIONAL STRENGTHENING 

Record Storage 
Evaluat~on 
Organizat~on Management 

Subtotal Component One Consultant Fees 

COMPONENT Ill CURRiCULUM DEVELOPMENT 
School Fmance 
Commod~ty Logistrcs and Procurement 
Curriculum besign 
Desktop Publ~shing 
Math Curriculum Des~gn 
Scrence Curr~culum Design 
Socral Stud~es Curriculum Desrgn 
CIVICS Curriculum Desrgn 
Evaluation 



Newsletter/Monthly Reader 
Formative Evaluation 
Bilingual Educat~on 
Repet~tron 

Subtotal Component Three Consultant Fees 

TOTAL CONSULTANTS 

4 INDIRECT COSTS (46 OF 1 & 2) 
INDIRECT COSTS (% OF 3) 

5 TRAVEL AND TRANSPORTATION 
INTERNATIONAL TRAVEL 

HOME OFFICE STAFF 
Home Office Coordinator 
US/N~caragua @ 
COMPONENT I INSTITUTIONAL STRENGTHENING 

US/N~carag ua 
COMPONENT Ill CURRICULUM 

Nicaragua/US 

REST & RECUPERATION TRAVEL 
Spanish Language Arts Speclalist 

HOME LEAVE TRAVEL (US) 
Curr~culym Development Spec~al~st 

Subtotal International Air Travel 

PRE ASSICNMENT/REPATRIATION (Long Term Expat ) 
Curr~culum Development Spec~al~st 
Transportation of Household Effects 
Curriculum Development Specialist 



CATEGORY 
Year 1 

RATE /UNIT Totals UNITS 

Relocat~on from US to Nicaragua 1 6,500 
lncl POV Max 18000 Ibs (HHC), 250 Ibs (UB) 
Relocatton from Nicaragua to US 0 
lncl POV Max 18000 Ibs (HHG), 250 Ibs (UB) 
Excess Baggage @ $ 1 00 00 /ea 100 1 00 
Storage of  Household Effects @ $ 100 00 /mo 1,200 12 00 

Subtotal Repat/Sh~ppmg/Storage/Trvl 

lNTERNATlONAL/IN-COUNTRY TRAVEL 
Local Travel, Transportation & PD 

Subtotal In-Country Travel 

INTERNATIONAL SUBSISTENCE 
(Per Diem est @ 41 72/day, 26 days/month) 
HOME OFFICE STAFF 
Home Office Coordinator 
US/N~caragua @ 4,472 /mo 

COMPONENT I INSTITUTIONAL STRENGTHENING 
Short-Term Technical Assistance 4,472 /mo 

COMPONENT Ill INSTITUTIONAL STRENGTHENING 
(Per Dlem est @ 4 1  72/day, 26 days/month) 
Short-Term Techntcal Assistance 4,472 /mo 
(Per D~em est @ $55/day, 26 days/month) 
Short-Term Techn~cal Assistance 1,430 /mo 
Temporary Lodgrng/ln Co 129 /d 
Temporpry Lodgrng/ln Co 112 /d 
Temporary Lodgrng/ln-Co 95 /d 

Subtotal International Subsrstence 

DOMESTIC TRAVEL 
Local Travel & Transportation 



CATEGORY 
Year 1 

RATE /UNIT Totals UNITS 

Subtotal Domest~c Travel 

TOTAL TRAVEL 

6 OTHER DIRECT COSTS 
Allowances & Insurances 

Post D~fferent~al 

Visa/Med~cal Expenses 1 00 /per 
Medevac lnsurance/LT 170 /per 
Medevac lnsurance/ST 17 /per 
DBA Insurance @ 2 79% 

Home Office 
Comrnun~cations $400 00 /mo 
Postage & Handlmg $250 00 /mo 
Reproduction and Pr~nt~ng $300 00 /mo 
Consumable Supphes $275 00 /mo 
Research Mater~als 5 100 00 /mo 
Audit Fees 5,000 /YR 

Component Ill Curriculum Development Implementation Costs 
In-Country Data Entry/Col $400 00 /mo 
In-Country Researchers 6500 00 /mo 
Curr~culurn Development Mater~als $500 00 /mo 
Workshop/Sem~nar S~te $500 00 /me 
Worksh~p/Sernlnar Tralntng Mater~als 2.1 00 
(Local) School Populat~on Survey (repetit~on,demograph~cs,etc ) 

[lo0 communltles X 2 weeks X 2 researchel 60,000 /study 
Local Sem~nars (1 5 days X 2 1 people) 6,300 /sern~nar 
US/Thlrd Country (6 weeks X 4 people) 3,600 /person 

TOTAL OTHER DIRECT COSTS 



7 FIXED FEE ITEMS 1 THROUGH 6 

GRAND TOTAL 



CATEGORY RATE /UNIT Totals UNITS 

Personnel (1) HRD, TRAINING, BUDGET/ACCOUNTING, MIS DESIGN AND APPLICATIONS 
Newman, Bruce 6,825 /month 
Royston, J P 6,998 /month 
MacVean, Human Resources Specialist 3,250 /month 
Osorio, A 3,467 /month 

W DuFlon, Home Office Support 4,225 /month 

> 
-. SUBTOTAL PERSONNEL 
ul 

BENEFITS For Regular Employees 37 88% 

OTHER DIRECT COSTS 
DBA Workers Compensation Insurance @ 
Medivac lnsurance 
Int'l Travel DC-MAN DC 
Int'l Travel CUA-MAN-GUA 
Int'l Travel CR MAN CR 
Departure Taxes and Expenses, Visa Costs, Etc 
Per Dtem, Managua, Nicaragua 
Local Travel Costs 
Communications Expense 
Supplies, Copies, Misc 

SUBTOTAL OTHER DIRECT COSTS 

52% Inflation (@ 5% compounded after Year 1) 



TOTAL DIRECT COSTS 165 445 

OVERHEAD @ 

LOCAL SUBCONTRACTS 

> 
MIS Systems Development 

" Legal Stud~es 
Mun~crpal Local Ftnancmg Study 

TOTAL LOCAL SUBCONTRACTS 

FEE @ 

TOTAL 



BASE CONTRACT PROJECTED EXPENDITURES BY QUARTER 
CALENDAR YEAR 1994 - ANNUAL PLAN 

1 SALARIES AND WAGES 
2 FRINGE BENEFITS 
3 SHORT-TERM TECHNICAL ASSISTANCE 
4 TRAVEL AND TRANSPORTATION 
5 OTHER DIRECT COSTS 
6 INDIRECT COSTS (on Lmes 1-5) @ 
7 ALLOWANCES 
8 SUBCONTRACTORS 
9 G&A (on h e  9) @ 
10 PARTICIPANT TRAINING 
1 1 Fee (Lmes 1-6) 
12 PROCUREMENT 
13 PROCUREMENT FEE* @ 
TOTAL 

Quarter I Quarter 2 Quarter 3 Quarter 4 Total 
$62,326 $86,791 $86,791 $85,541 $321,449 
$15,677 $14,927 $14,927 $14,552 $60,083 
$9,500 $35,450 $82,000 $43 320 $170,270 

$15,831 $23,956 $23,988 $12,190 $75,965 
$39,923 $3,750 $3,750 $3,750 $51 , I  73 
$44,410 $51,111 $65,551 $49,400 $21 0,472 
$41,081 $39,341 $39,341 $39,341 $159,104 

$1 34, I62 $286,346 $325,952 $222,909 $969,369 
$5,366 $1 1,454 $1 3,038 $8,916 $38,774 

$88,600 $82,400 $1 19,150 $8,075 $298,225 
$7,507 $8,639 $1 1,080 $8,350 $35,576 

$1 30,125 $53,625 $1 55,125 $0 $338,875 
$6,506 $2,68 1 $7,756 $0 $16,943 

$601 01 4 $700,471 $948,449 $496,344 $2,746,278 
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ACADEMY FOR EDUCATIONAL DEVELOPMENT 
BASIC EDUCATION PROJECT 

QUARTERLY REPORT 
January-April 1994 

The present quarterly report 1s submitted in compliance with provisions of the contract 
between AID and AED for implementation of the Basic Education Project The report is based on 
the annual plan, which was submitted to AID in February Because the annual plan intentionally 
contained only limited activities through March--in view of the long annual planning period, the 
need to structure the project office, and the des~rability of creatrng a sohd organizational foundation 
within the MED for project implementation--the "quarterly" report time period has been extended 
one month in order to reflect a greater number of actions and plans related concretely to the 
implementat~on of project objectives The second report will cover the period May-June in order 
to brlng the reporting period in line wlth quarterly segments 

The attached table reports the actions planned or undertaken during the reporting period in 
relation to all project objectives for which activities were prescribed or for which actions will be 
initiated in the subsequent reporting period The "activities" column contains both scheduled 
activities--1 e those contained in the annual plan--and unscheduled activities that reveal progress 
toward particular objectlves and that were carried out because of their appropriateness In meeting 
the requirements of certain objectlves In other words, all significant activities undertaken dur~ng 
the report period were included in order to indlcate faithfully the progress made or not made in 
accomplishing project objectives 

In general, whlle some delays have been expenenced in initiating work on some objectives, 
the project finds itself at the end of Apnl very close to where the annual plan prescnbed that it would 
be And in some cases--notably objectlves 4, 5,7, and 2 1 --it is several months ahead of schedule 
On the other hand, although some programmed activities were not completed, in every case 
noncompletion did not compromise the timely achievement of a contract deliverable The delays, 
however, will require the project to accelerate its pace accordingly durlng subsequent reporting 
perlods 

The management of the project during the period entailed a number of initiatives and 
activities that were not specifically tied to planned project objectives, but which nevertheless were 
important in establishing a framework and a constructive operating envtronment for the project 
These initiatives include 

b 

1 Through the Vice-Mtmster, an Executive Committee and three Technical Commissions, 
one for each project component, were created within the MED In order to oversee the 
p l m n g ,  programming, and tmplementation of project activities and effectively to integrate 
the project Into the existing MED management structure The Executive Committee, which 
is chaired by the Vice-Minister, is composed of the General Directors of the MED 
departments affected by the BASE project, the BASE Chlef of Party, and the AID Project 



Officer The Teclmcal Commissions are made up of representatives--at the General Director 
and Director levels--of the principal MED departments in which project interventions are 
planned (Curriculum, Teacher Training, Primary Education, Administration, Planning, 
Human Resources, Supervision, and Project Coordination) The Executive Committee and 
the Technical Commissions have since their inception been meeting approximately every 15 
days 

2 BASE developed a set of broad regulations to define the roles of the commissions and to 
prescribe their functions and responsibilities relative to the project, the regulations were 
discussed and approved by the Project Executive Committee in February The regulatory 
document defines the commissions as the principal consultative bodies wthin the MED with 
responsibilities for planning and implementing actions required to meet project objectives 
within each component 

3 BASE sponsored in March an observation trip for five MED and BASE staff to El 
Salvador for the purpose of studying and analyzing project implementation issues--pnmanly 
in the area of curricular development--relating to the AIDIAED-sponsored SABE project 
The trip provided insights and ideas that will be usefbl in various aspects of BASE'S 
implementation during the coming months 

4 In response to the MED's interest in decentralization, BASE is organizing a visit to 
Nicaragua of Lic Abigail Castro de Perez, who as Director of Educational Planning at the 
Ministry of Education in El Salvador, was responsible for developing a decentralization 
design and ~mplementation plan in that country She will present to the Minister, the Vice- 
Minister, and MED senior management a summary of the decentralization process in El 
Salvador and an analysis of the issues that surfaced and how they were addressed 

5 Though decentralizatloil was a priority of the ministry, implementation planning was 
divided among several managers, all of whom had other, pressing respons~bilities BASE 
accordingly recommended to the Vice Mimster the creation of an independent coordinating 
office in the MED to implement the ministry's decentralization policies In existence since 
February, the oflice has begun to recruit staff and, with the assistance of BASE, has begun 
to define its functions and plan its operations The importance of thls office will increase in 
June when the ministry develops its intermediate-term strategy for implementing an 
expanded and integrated decentralization program 

6 Since January, the MED has been developing with consultant assistance from the World 
Bank a basic education project to be financed under a World Bank loan BASE has met on 
Parlous occasions with MED and World Bank representatives to (a) ensure adequate 
coordination among the various actors, (b) prevent duplication of efforts, and (c) ensure that 
the implementation schedule for BASE not be adversely affected by actions related to World 
Bank project planning and eventual implementation 



The accomplishments so far in the project, both scheduled and ancillary, have come about 
under conditions and in an environment that have been less than ideal Because of the high 
expectations for immed~ate action from all cooperating agencies and institutions, implementation 
activities were init~ated--~n the form of the annual plan and mass teacher training workshops--even 
before a proper infrastructure was in place in the form of adequate office space, fbrniture and 
equipment, commun~catlons, and staff The annual plan was completed and delivered to AID by 
mld-February, only then could effective work begin on setting up the office A core staff of a 
driverlmessenger, secretary, and accountant had been recruited and were in place by the end of 
February At that point biddtng began for office equ~pment and furniture, wh~ch were installed 
piecemeal during March and Apnl And while BASE central office setup was taking place, parallel 
efforts were being made to negotiate and arrange satellite office space for the project's long-term 
consultants In teacher training and curricular development It is only now, the end of April, that 
conditions in the realms of oflice space, staffing, and communications are approaching a level that 
permit devotmg proportionately greater energies to actlons directed spec~fically to smplementing 
substantive components of the BASE project The progress of the project during this first quarter 
should be viewed with proper attention to the conditions that attended the project's implementation 

Managua 
28 May 1994 



ALwEMI rOR ~ L J U C A ~ L U N A L  ua\lELurmENI 
MSIC HlUCATION PROJECP EASE 

QUARTERLY REPORT 
January-April 1994 

AIXIVITIES 
PROGRAHHED/EXECOTBD 

ACrIVITIES PLANNED 
FOR THE N6XT QUARTER 

PROGRAMMED 

Prellmman, Organlze 
physacal and human xnfrastructure 
for prolect management 

- Acqurrelinstall 
furnishrngs & 
equapmnt In 
prolect s central 
off ice 

Conclude 
Conclude 
Conclude 
Purchase 

computer purchasing 
vehlcle purchasrng 
purchase of telephone system 
6 lnstall electrical generator 

Partially The tzmely acquisrtion of equipment was 
delayed due to red tape 

The staff members scheduled to be hired 
durxng thls perxod (secretary driver 
account ant) were hared 

Hlre Executive Assrstant 
Hlre Procurement Officer 
Hare support staff as needed 

Hire offace 
staff 

-- - 

Insure that an advlsor 1s hlred 

Review the World Bank studles prlor to the establashment of 
a decentralzzatlon strategy 

Advise the M W  regardxng measures to be taken to xmplement 
decentralizatlon in the areas of administration human 
resources data analysis and planning 

ob,ectlve 1 Support MUD in the 
formulation and execution of the 
decentralrzatlon plan 

Support MED In 
organizing a 
decentrallzatlon 
off ice 

The vice rmnaster and decentralizatlon 
dlrector were consulted regardmng the 
creatlbn and terms of reference of the new 
divisin 

Slx randldates were ~nterviewed for the 
posltxon of advlsor to the decentralrzatron 
dlrector two were recormended to the vrce 
aunlstrr The flnal decislon has not yet 
been made by the vice manistry 

Lkvelop SOW for 
consultants 

IDEAS Ltd of Guatemala will be 
subcontracted as the consultant 

Begin consultant s work which will encompass everything 
related to data analysis and information systems (see Goals 3 
10 13 14 15) 

-we 3 Desxgn a pla~lng 
M e 1  based upon reliable data 

Consult wlth MED 
regarding the 
zntegrated system 
for data analysls 
planning 6 pollcy 
formulation 

Actlvrty scheduled to begin ln March and 
continue through December Reprogramned to 
begln in May 

Conduct systems analysls and submit reconunendations for 
system lnregration SOW pas been approved by the technlcal 

conmutree and consultant 

-- -- 

Create a 
consultatzve process between H W  
and the Natxonal Education Councll 
to formulate educational pollcies 

Study the 
current system for 
the fonnulation of 
sectorzal 
pollcies 

Activity carrled out by consultant B 
Perlman 

Submit recomnendatlons on possible operational improvements 
In the Councll and farms of consoladating and 
lnstltutionalrzlng the Councll as the rector of sectorial 
p011cy 

Thls actsvity was carried out ahead of 
schedule Study the 

National Councll s 
operataons and its 
relatlon to MED 



- - - = 
OBJECrIVBS 

nake SyStetiUC 
reforms to adopt and execute 
anstltutional polacaes 

Phlerrj-fane the functlons 
of the HBD dxvxsaons ancludlng 
the Div~saon of Supervaslon 

Formulate a strategy 
for formative and cumulatave 
evaluacron 

Analyze the 
current system 

Deslgn and 
establlsh an 
organlzatlon & 

wthods otflce 

Recombend 
reforms 

Analyze the 
Dlvlslon of 
Supervrsron s 
structure V ~ S  a 
vas the 
antlclpated 
decentralazatlon 

Recomaend 
functional changes 
In the DlvlslOn of 
Supervaslon (the 
Dlvlsion s 
principles and 
goals I 

Donnulate a 
strategy for 
defining the 
functlons of the 
other dlvaslons 

Consult Wlth 
SABE El Salvador 
6 Wlth 
AWwashlngton 
regarding 
alternatives and 
options 

Foxmulate an 
evaluation system 
for BRSE 

Fomlate an 
evaluataon system 
for MBD programs 
and projects 

Covered by consultant Perlman Tasks were 
condensed to advance work r present the 
recomaendatrons ahead of schedule so that 
they could be used by m m the 
decentrallzataon pro]ect 

Due co lamlted resources WED will not 
establlsh an organization and methods offace 
at thls t ~ m e  

Perlman s report is scheduled to be 
presented In May 

Covered by work cwrdlnated by consultant 
B Perlman The report and recomaendations 
are scheduled to be subnutted an Hay 

The strategy for defrnang the funccaons of 
the remalnlng dlvlsrons was agreed upon wach 
the Plannlng Dlrectorate whleh anstead of 
the offace of organization and methods wall 
asslgn two offlclals to work ulth the 
consultant sn the defxnang functlons 

In the Annual Plan thls actxvaty was 
scheduled to begln In Apral 

Due to tlme and staff lmatatlons as well 
as pressure from tasks given hlgher short 
cenn prloraty ~t was not possable to begln 
thls actxvity In Aprll 

ACTIVITlES PLANNED 
FOR THE NEXT QUARTER 

Submat report wlth reconsnendat1ons at the end of May 

MED wlll desxgnate two persons to study polacies and the 
dlvlsrons responsibil~tles under the decentralized structure 
RASE wlll provide rechnlcal assistance during the next 
quarter 

Together vith MED def-ne the system to be used for 
decrslon Mklng and pollcy plannxng 

Begln the process of fonnulatlng procedure manuals 

Present report and recommendations at the end of Hay 

Formulate work plan for the tvo officaals named to deflne 
the functaons 

F o m l a t e  a pollcy an0 procedures manuals for the 
supervxsory system 

Coordinate che formulataon of policy and procedures manuals 
for the remazning davxslons 

It 1s proposed that a long term consultant be hired to 
assume full tame responsabalaty for this actlvlty 

Formulate a system of formatxve evaluation for the 
~nstltutional development component 

work wzth MED/BASE personnel to formulate systems of 
formatave and sumative ecumulatlve 

Implement systems of formatave evaluatxon in the three 
components 



- - = - - 
OBJECTIVES 

Develop system for 
preparation of MBD s annual 
budget 

ACPIVITIES PLANNED 
FOR THE NEXT QUARTER 

ACTIVITIES 
PR@SRAWED/EXECrrrrro 

EXECUTBD PROGRAMMED 

Pornlate 
consultant s SOW 

Analyze current budget structure 

Design & program budget system 

Formulate procedures Manual 

Plan the training process for the new system 

If the preceding activities are executed within this time 
frame the work planned for this activity will he three months 
ahead of this year s schedule 

Conduct observation visit 

Conduct needs analysis 

Take an Inventory of data analysis resources available in 
Managua 

Consult with MED regarding design alternatives 

Design the overall plan for development of the educational 
data system 

Prepare the specifications document 

Assess functions 

Present report and recommendations for DNP s structuring 

Formulate follow up mechanisms 

Implement the plan 

f D W  Ltd of Guatemala will be 
subcontracted as the consultant 

Analyze the 
current budget 
structure 

This activity was not scheduled to begin 
until April 

The consultant s work has been programoed 

r 
Design and install 

a data system 

Strengthen ngD s 
capacity to coordinate projects 
financed by forexgn donors 

Ponmrlate the 
SOW 

visit other 
educational data 
systems 

Analyze HW s 
informational 
needs 

This activity was programned to begin xn 
April Following rescheduling the activity 
is now programned to begin In May 

The SOWS were submitted to and approved by 
the technical comuttee on April 22 

-- - 

Partially uses6 the 
functions 
responsibilities 
and needs of the 
National 
Directorate of 
Projects (DNP) 

Consultant scheduled to begin work in 
April 

DISUP Will hold a workshop 5/18/94 to 
establish its priorities and improve 
cooperation with donors This activity will 
open the door to greater efficiency within 
DNP and cooperation among donors 

-- - -- 

Design the system to assess training needs 

Conduct the assessment 

Evaluate the 
training needs of central and 
municipal nED staff conduct 
traaning as needed 

(No activities 
were scheduled 
during this 
quarter) 

(No activities 
were scheduled 
during this 
quarter ) 

Take an inventory of existing file systems and analyze 
maintenance needs 

Design a cost 
effscient system to update & 

access MBD personnel files 

SOW presented to & approved by technical 
conauttee Consultant identified 

Evaluate MED s management structure Strengthen the 
personnel office by establishing 
systems for classifying positions 
determining merit based 
Promotions & evaluating 
personnel 

Prepare job 
descriptions & 

classifications 

Prepare lob descriptions for all positions 
Activity scheduled to begln in April and 

terminate in ~ u l y  Develop a job classification system 

Consultant to begin work in May Analyze the salary structure & propose reforms compatible 
with the guidelines for civil service classification 

SOW subnutted to and approved by the 
technical connuttee 

Revlew the new accounting system developed by MED make 
recomndations for the implementation and integration of a 
global system 

Support ngD in the 11 of an accounting Fornulate SOW 

Analyze the 
current system 

Activity will begin an May 
Install the software 



- - = = - 
OBJECTIVES 

Reform the 
loqlstical system 

~b,cctrve msign a tralning 
plan for teachers 

Ob,ecrlve Conduct training in 
active methodologies (AM s) and in 
the use of new instructional 
materials accordrng to the plan 
formulated in Ob]ectlve 18 

i 

Ob,ectlve Conduct a study on 
the causes of fallure anclude its 
results ln the design 6 execution 
of the strategic plan for teacher 

Conduct a study on 
cost recovery for teacher training 
and the production of educational 

study the 
current system 

Analyze the 
current trainlng 
system & develop a 
global plan for 
pareacement and 
on the job 
traming 

Prepare 
training in AM 6 
for 3375 flrSt 
grade teachers 
180 nozmal school 
teachers and the 
technical staff of 
the Teacher 
Trainlng unxt 

Conduct 
workshops 

Provlde follow 
up on the 
application of the 
active 
methodologies 

Analyze the 
study s findmngs 

Include the 
study s f indlngs 
in the deslgn C 
execution of the 
teacher trainmng 
plan 

Formulate SOW 

Identify 
consultant 

Partially 

Consultant was scheduled to begin work in 
March and terrmnate at the year s end 

Thzs actlvxty was postponed until the 
hirlng of a procurement offxcer who wl11 
also serve as a technical assistant for 
loglstlcs 

Candidate ldentlfred hlrxng process 
underway 

SOW formulated for planning consultant 

Terms of reference for an evaluation of 
prlor training are m the process of being 
fonnulated 

Analysls begun by long term BASE advlsor 

Consultant recruitment begun 

Workshop held to integrate 1993 6 1994 
tralning sesslon graduates 

Coordlnatlon workshop held for May 
training session delegates 

Budget for Hay tralning sessions prepared 
and approved 

Bids sought f r ~ n  materials suppliers 

Follow up 1s a permanent actlvity 
guidelines will be set in the strategic plan 
that 1s yet to be formulated 

The study s fzndlngs wlll be presented to 
HED zn ~ a y  

Formulation of the Tralnlng Plan 1s 
pendrng 

Thls actlvity was expedited so that the 
results would be available to facllitate MED 
planntng Although orxglnally scheduled for 
July the study was begun in May 

The consultant ldentiflcation and hlrlng 
process has begun 

ACTIVITIES PLRNNED 
FOR THE NEXT QUARTER 

- Study the central H W  loglstlcal system 

Study the municipal logastical system 

Make rec~mnendations for changes 

Hire consultant 

Conduct analysls 

Conduct planning tasks 

Fonnulate Strategic Plan 

Formulate Implementation Plan 

Begin purchaszng equapment for demonstration schools 

Conduct traznxng 

Conduct tralning of 1200 teachers and 180 Nolmal School 
staff members (May) 

Traln third group of teachers (August1 

Hold Orientatxon workshop for trainers prlor to the August 
traxnlng sesslon 

Hire consultant 

Conduct Study (tWO months1 

Present conc1uslOns and recommendations 



~ o n n  a natxonal 
currlcular refom commlsston to 
g u d e  revrew and approve the 
preparation of HBD Eurrxcular 
materials and form the technlcal 
ccfmnittees 

- - - 

Ob,ectlue Tram the members 
of the currrcular colmusslon xn 
currlcular desxgn and faeuliarrze 
them wlth the most recent 
currrcular tendencies ln language 
arts mathematxs and civlcs 

Establish a master 
currlcular plan curricular frames 
of reference and learning goals 
for grades 1 4  

Develop currlcular 
materlals In language arts 
mathtmatlcs and clvrcs 

Ob,ectlve Conduct a study on 
Cost recovery for teacher trainxng 
and the productxon of educatlonal 

Form the 
Curricular 
colmusslon 

Fonmrlate the 
curricular 
*development 
implementation 
plan 

Name the 
technlcal 
coumuttees for the 
preparatlon of 
curricular 
materials 

vxsit the SABE 
Project xn El 
Salvador 

Conduct S ~ X  
field trips to the 
xnnovative schools 
(PAM ~m the 
active methodology 
school MED SIMEN) 
and regular 
schools 

EStabllSh a 
global theoretxcal 
framework for the 
prlmary level 

Establrsh a 
f o m l  relatxon 
between the 
currrculum 
components and 
teacher traxning 

Fonn worklng 
groups by subject 
to formulate the 
materlals 

See Objective 21 

Underway 

Partxally 

The lmplernentatlon plan has been 
formulated and although some of its 
components have been modifxed it contxnues 
to be a vxable tool for gulding the work of 
the currrcular cormuttee 

The c m l t t e e  and BASE decided to begln 
thls actavxty wxth the vxsit to the 
currxcular reform program of the SABE 
Project 1n El Salvador 

Due to the El Salvador trip the local 
visits were postponed untxl July 

Thls actlvlty 1s scheduled to begln in 
Aprxl and flnlsh zn August To date the 
implementation plan has been formulated and 
organizatron is going on to formulate the 
learnlng goals and objectives for each 
grade whrch are prerequxsites to the 
formulation of a technlcal framework 

P O M l  Consultation has been conducted 
between tralnlng and curriculum regardxng 
the best means for correlatrng tralnxng and 
curricular reform 

The mltxation of chxs activxty depends up 
the establtshment of the master plan 
mentxoned In Goal 24 

ACTIVITIES PLANNED 
FOR THE NEXT QUARTER 

The next steps set by HED for currrcular reform are la) 
the fonnulatlon of learnlng goals (b1 the formulaclon of 
ob]ectaves for each grade and (c) the selectron of currlcular 
deslgn These actlvltles will be carrled out In May June 
and July 

Formulate observatxon xnstruments 

Conduct semxnar on currrcular deslgn for MED technical 
staff 

Conduct trainlng semlnar on curricular desxgn 

Formulate master plan 

Formulace learning goals 

Formulate objectxves for each grade 

Select curricular deslgn 

- - - -- -p 

Form worklng groups 

Formulate materlals as indicated in the master plan 
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QUARTERLY REPORT 
May - June 1994 

The present quarterly report IS subm~tted In compl~ance w ~ t h  provrslons of the contract 
between AID and AED for implementation of the Basic Educat~on Project This reporting penod 
is for the two month period of May - June, 1994, wh~ch brlngs the reporting period In line with 
quarterly segments 

The attached table reports the actions pfanned or undertaken during the reporting per~od in 
relation to all project objectives for which activities were prescnbed or for which actlons wdl be 
mtiated in the subsequent reporting period The "activtties" column contains both scheduled 
activities--1 e those contained In the annual plan--and unscheduled actlvlties that reveal progress 
toward particular objectlves and that were carned out because of the~r  appropnateness in meetlng 
the requirements of certain objectives In other words, all s~gnlficant actlvltles undertaken dunng 
the report per~od were included in order to indicate faithfully the progress made or not made in 
accomphshmg project objectlves 

The project gained substantial momentum In ail components dunng the previous penod In 
the institutlonal development component, all major consultanc~es to address project objectives In 
orgmzational development, pianrung, mformatlon systems, personnel, budgetmg, and tralmng were 
mt~ated In the teacher trarlllrlg component, the development of an overall teacher traimng strategy 
and unplementation plan was i ~ t i a t e d  and w11 be completed In the next quarter In the curnculurn 
development component, extensive p l w n g  was completed for a senes of workshops, seminars, and 
consultanc~es to be conducted throughout the summer All of these activities wl l  be on-gomg over 
the next two quarters 

The Chief of Party has been actively lnvolved In all aspects of the MED planmng for 
decentralizat~on and in coordinating the World Bank activlties as they relate to BASE This has 
taken much more time than expected, as the World Bank plans have been delayed, and the plan 1s 
now in the process of belng rev~sed BASE partlclpatlon in thls area wl l  be mcreased In the comng 
months w t h  the addit~on of two advlsors on decentrallzat~on To date, the coordination among all 
the intergsted parties -- MED, World Bank, USAID, and BASE -- has been good An agreement was 
reached wtth the MED early m the process regardmg the substant~ve involvement of BASE adv~sors 
to assure that BASE project integrity and focus not be compromised This agreement has resulted 
in effectwe working relat~onships 

The project objectlves for thls first year are to complete analys~s and p l m n g ,  and to Inmate 
lmplementat~on of improvement In many of the crltlcal administrative and technical educational 
areas of the Ministry Thls will establish a foundation for lnitiatlng the major project activlties ~n 



the second year of the project, includlng reforming t r a w g  system, developing revised curr~culum 
and instruct~onal matenals, improving administrative efficiency, and supporting decentralization 
efforts 

The logist~cal and staff foundations for the efficient operation of the project are belng 
completed as t h s  quarter ends An executive assistant and a procurement and logistics manager 
have been recruited and will begin worh in July and August respectively Office equlpment and 
vehlcle procurements have been completed and all matenals wdl be slpped dunng the next quarter 
The most critlcal equlpment deficiency at the moment is the lack of a generator The purchase of 
the generator was delayed when a US based procurement competition was substituted for the local 
procurement process The new GON policy of dally blackouts has a significant negative impact on 
the product~vity of the BASE project The procurement and installation of the generator is a high 
pnonty for completmg as soon as possible 

Assummg that no major disruptions are encountered, the BASE project should make 
sigmficant progress In the next two quarters 

Managua 
15 July 1994 



H - Organize physacal and 
human infrastructure for 

1 Support MED 
In the formulation and 
executaon of the 
d- 
Check wordxng 

ACADEMY FOR EDUCATIONAL DEVELOPMENT 
B I S I C  BDUChTIDN PROJDCT - BLSB 

PD1RTBRLY RePoRT 
May June 1994 

ACTIVITIES 
PROGRAMMED/EXECUTED 

PROGRAMMED EXECUTED 
Y/N 

- Complete central and 
satellite office equrpment 
purchases 

- Hire office staff 
- Present to AID strategy 
for recruiting ancillary 
project staff m 
educatzon administration 
O W  and evaluation 

- Assist MED In 
decentrallzatlon 

-Identify advlsory staff 
to asslst Dlrector General 
of Decentralzzation 

Partially 

COMMENTS/PROBLEMS 
ENCOUNTERED 

-Shipment of all equipment is 
pendlng completion of a competed 
shlpping contract 

- The staff members scheduled to 
be hlred durzng thls perlod 
(procurementics manager and 
executxve asslstantl were 
selected Contract modlfzcatxon 
proposed Pending only final 
approvals 

- Approval process in AID wlll 
take 2 months 

- The World Bank decentrallzatzon 
proposal was reviewed and 
assessed The flnal plan was 
delaved to allow the WB team to 
address shortcomings an the plan 

- A hzgh level consultant for 
decentrallzatlon was zdentlfled 

- A full tlme advlsor was hlred 

ACTIVITIES PLANNED 
FOR THE NEXT QUARTER 

- Conclude offlce 
purcbases and 
shzpplng 

- Flnallze staff 
hirlng 

- Hzgh level 
decentralzzation 
consultant wzl1 
lnltlate work in 
July 

- Advlse the MED 
regarding measures to 
be taken to zmplement 
decentrallzatzon In 
the areas of 
admlnlstration human 
resources data 
analysls and 
plannzng 
(contlnumg) 



OBJECTIVES b 
- . t ,  Design a 
planning model based upon 
rellable data 

W t l v e  4 Create a 
consultative process 
between MED and the 
Natlonal Education 
Council to formulate 
educatzonal pollcles 

-ve 5 Make 
systemlc reforms to adopt 
and execute institutional 
pollcles 

m i e c t ~ v e  7. Deflne the 
functions of the MED 
divisions including the 
Division of Supervision 

ACTIVITIES 
PROGRAMMED/EXECUTED 

PROGRAMMED 

- Consultants b e g ~ n  work 
with MED In developing an 
,~ntegrated system for data 
analysls plannlng & 
policy formulation 

- Analyze current system 
and make recommendatzons 
regarding system 
lntegratlon 

-Submit recommendations on 
operatlonal Improvements 
and lnstxtutionalization 
of the Councll 

Submlt report 

- MED staff and technical 
advlsor study policies 
and responsibilities 
under new structure 

- Deflne new pollcy maklng 
system 

Begin draftmg 
procedure manuals 

- Consultant report 

Formulate work plan for 
the two offlclals named to 
define the functions 

Formulate a policy and 
procedures manuals for the 
supervlsory system 

Coordmate the 
formulation of policy-and- 
procedures manuals for the 
remaining dzvlsions 

Y 

Partially 

COMMENTS/PROBfEMS 
ENCOUNTERED 

- First stage of the consultancy 
began accordzng to the SOW 

-Next steps will be determined as 
the Technical Commlsslon makes 
final assessment of the report 
and recommendatlons Assessment 
to be submittea to Vice-Min~ster 
for action 

- Perlman report has been 
revlewed by the Technical 
Commxssion and recommenaations 
wzll be submitted to Vlce- 
Mlnlster 

- Perlman report was submitted 

- Technical Commzssion has 
recommenaed suspension of further 
work on the Divlsxon of 
Supervlslon until its role under 
a decentralized system 1s defined 
by the MED Sald deflnztion 1s 
expected In early August 

ACTIVITIES PLANNED 
FOR THE NEXT QUARTER 

- Contlnue assessment 
and submlt 
recommendatlons for 
system lntegratlon 

- Plan next steps to 
lmplement 
recommendatlons 

- Deterwine next 
steps to Implement 
pollcy plannlng 
system 

- Recruit new 
organlzatlonal 
development 
consultant to 
complete this work 



OBJECTIVES 

Qblectlve Formulate a 
strategy for formative 
and cumulative 
evaluation 

-7ectxve 9 Develop 
system for preparatlon of 
MED s annual budget 

-ve lQ Deslgn and 
lnstall an information 
system 

ACTIVITIES 
PRWRAMMED/EXECUTED 

PROGRAMMED 

-Formulate and implement 
systems of formative and 
,summatlve evaluation 

- Plan/Execute evaluation 
of active methodology 
workshops 

- Analysxsent budget 
structure 

- Initiate design of 
program budget system 

- Formulate procedures 
Manual 

- Plan the tralnxng 
process for the new 
system 

- Conduct observation 
VlS1 t 

- Conduct needs analysls 
- Take an Inventory of 
data analysls resources 
available In Managua 

- Consult wath MED 
regarding deslgn 
alternatlves 

- Reslgn the overall plan 
for development of the 
educatxonal data system 

- Prepare the 
specxflcatxons document 

COMMENTS/PROBLEMS 
ENCOUNTEREO 

EXECUTED 
Y/N 

- Competing prlorltles have 
resulted zn delays in this 
actlvxty A draft SOW was 
prepared and all short-term 
consultants have lnltiated 
zdentxflcation of key lndlcators 
for each activity 

N 

Partlally 

Y - IDEAS ttd consultant 
mitlated work and all remaxnxng 
actlvltles for the year have been 

Partially programmed 

I - Inltlal consultlng vlszt by B 
Newman was completed and the 
second stage wlll begrn in 
August 

i 

ACTIVITIES PLANNED 
FOR THE NEXT QUARTER 

- Recrult consultant 
to work wlth MED In 
defznxng evaluation 
xndicators and 
tralnlng all staff In 
thls system 

- Complete next 
stage of SOW 
lncludlng development 
of manuals 

- Observation vlslts 
to other information 
systems 

- Contlnue work on 
the system deslgn 
Complete procurement 
speclflcations In 
thls quarter 



Strengthen 
MED4s capaclty to 
coordxnate projects 
flnanced by forelgn 
donors 

wive U Evaluate 
the tralnlng needs of 
central and munlclpal MED 
staff conduct tralnlng 

wive T3 Deslgn a 
cost-efflclent system to 
update & access MED 

w v e  lp Strengthen 
the personnel offxce by 
establlshlng svstems for 
classlfymg posxtlons 
determining merlt-based 
promotions & evaluating 
personnel 

Support 
MED In the mstallation 

ACTIVITIES 
PROGRAMEIED/EXECUTED 

PROGRAMMED EXECUTED 
Y/N 

-Present report and 
recommend reforms In role, 
.functions and needs of 
the Natxonal Directorate 
of Pro-jects (DNP) 

- Formulate follow-up 
mechanisms 

- Deslgn the system to 
assess traznzng needs 

- Conduct the assessment 

- Take an inventory of 
exlstlng flle systems and 
analyze malntenance needs 

- Evaluate MED s 
management structure 

- Prepare lob descrlptlons 
for all posxtlons 

- Develop a job 
classlflcatlon system 

- Analyze the salary 
structure & propose 
reforms compatible wlth 
the guldellnes for clvll 
servlce classzflcation 

- Revlew the new 
accountmg system 
developed by MED make 
recommendatlons for the 
unplementatzon and 
xntegratlon of a global 
system 

- Install the software 

Partlally 

Partially 

Partlally 

Inltlated 

Inltlated 

Inltlated 

Inltlated 

Inltlated 

COMMENTS/PROBLEMS 
ENCOUNTERED 

-- - - -- -- -- 

DNP's heavy involvement in 
development of World Bank project 
precluded xnxtxatlon of work on 
thls objective 

- Consultant lnxtxated work on 
laentlfylng tralnzng needs 
SOW calls for work to contlnue 
through end of year 

- IDEAS consultant has begun 
work 

- IDEAS consultant Salazar 
xnltlated work In all areas 

IDEAS consultant Osorlo lnltlated 
actlvlty durlng flrst trlp In 
June Upon MED request Osorlo 
workscope w ~ l l  be revlsed to 
xnclude advlslng MED on 
decentrallzatlon so alternative 
accountmg advlsor must be found 
MED and USAID determined that 
accountmg was a lower prlorlty 
than decentrallzatlon 

ACTIVITIES PLANNED 
FOR THE NEXT QUARTER 

Plan lnltlatlon of 
actlvzty wlth head of 
DNP 

- Complete tralnxng 
needs assessment and 
tralnzng plan 

- Coordinate system 
desxgn wlth MIS 
consultant Newman 

- Complete analysls 
of personnel system 
and present report 
wzth recommendatxons 

- IDEAS wlll ldentlfy 
new consultant for 
thls actlvlty 



OBJECTIVES 

Db,eetive Refom the 
logxstical system 

Desslgn a 
tralnlng plan for 
teachers 

-ve Conduct 
trainlng in actlve 
methodologies (AM s) and 
In the use of new 
znstructional materials 
according to the plan 
formulated zn Ob-~ectlve 
18 

Qbiective 20, Conduct a 
study on the causes of 
desertzon Include ~ t s  
results in the deslgn & 
execution of the 
strategic plan for 
teacher traininq 

mectlve 21 Conduct a 
study on cost recovery 
for teacher trainlng and 
the production of 

ACTIVITIES 
PROGRAMMED/EXEeUTED 

PROGRAMMED EXECUTED 
Y /N 

- study the central MED 
logistical system 

- study the municipal 
logletlcal system 

- Make recommendations for 
changes 

- Analyze the current 
trainlng system & develop 
a global plan for pre- 
servlce and ln-servzce 
tralnzng 

Hold plannlng workshop 

- Conduct tralning of 1200 
teachers and 180 Normal 
school staff members 
(May) 

COMPLETED 

Conduct Study 

COMMENTS/PROBLEMS 
ENCOUNTERED 

- Loglstzcs and Procurement 
Manager who will perform thls 
technical assistance, was 
approved and wzll begln work at 
the begxnnxng of August when hls 
current job ends 

- Consultant hzred and 1s workxng 
closely with BASE long term 
advlsor and an assagned MED 
offlcial to complete the 
strategic plan 

- May trainzng courses conducted 
on schedule Plans and 
preparations for the August 
workshops are Initiated 

- A competitzve process was used 
to Identify the best team to 
conduct this study Proposals 
were reviewed and the consultants 
will begin work zn August 

ACTIVITIES PLANNED 
FOR THE NEXT QUARTER 

- Complete the review 
of logzstics system 
planned for thzs 
quarter 

- Complete Strategic 
Plan and present to 
Conse]o Directive 

- Inztlate 
procurement for 
demonstration schools 

- Develop 
implementation plan 

- T r a m  third group 
of teachers (August) 

- Hold orientation 
workshop for trazners 
prior to the August 
trainlng sessxon 

- - 

- Conduct study 

- Present conclusions 
and recommendations 



I1 OBJECTIVES 

Form a 
national curricular 
reform commxssion to 
guide, revlew and 
approve the preparatzon 
of MED curricular 
materials and form the 

Train the 
members of the curricular 
commissxon In curricular 
design and famlliarxze 
them with the most recent 
currzcular tendencies in 
language arts, 
mathematlcs and c~vlcs 

Establzsh 
a master curricular plan 
currlcular frames of 
reference and learnlng 

Develop 
curricular materlals In 
language arts 
mathematlcs and clvxcs 

ACTIVI TIES 
PRoGRAMMED/EXECUTED 

- -  - 

COMMISSION ESTABLISHED AND 
OPERATION& 

- Develop grade level 
competencies fcompetencias 
b6sicas) 

- Select curricular 
desrgn 

Develop subject objectives 
(objetlvos por 
aslgnatura) 

- Formulate observatzon 
mstruments 

- Conduct semznar on 
currlcular design for MED 
technical staff 

- Establish a global 
theoretical framework for 
the primary level to 
znclude baslc Subjects and 
essential themes (ejes) 

- Formulate learning goals 
(metas de aprendlzaje) 

Formulate ob~ectlves for 
each grade (ob3etivos por 
grado) 

- Form working groups 
- Formulate materials as 
indicated In the master 
plan 

EXECUTED 

Inztiated 

Underway 

Initiated 

Inltlated 

COMMENTS/PROBLEMS 
ENCOUNTERED 

- -- - -- 

Workshops held xn May and June 

Grade level competencies and 
subject matter objectxves have 
been completed in draft form 

- Traznlng semlnars and workshops 
In curriculum deslgn and 
educational objectlves are belng 
conducted in June and July A 
total of 66 MEP offlclals wlll be 
tralned 

- This actlvlty 1s scheduled to 
fznish In August Consultancies 
and tralning workshops ln June 
and July contribute to thls goal 

Work on thls objective 1s ongoxng 
and will contlnue ~ndefmitely 

ACTIVITIES PLANNED 
FOR THE NEXT QUARTER 1 

- Complete 
implementatxm plans 
and grade level 
objectlves 

- 

- Develop 
speclfzcations for 
mstructlonal 
materlals 



Q&~P*IVP Conduct a 
study on cost recovery 
for teacher traming and 
the productzon of 
educational materials 

ACTIVITIES 
PROGRAMMED/EXECOTED 

PROGRAMMED EXECUTED 
Y/N 

See Objective 21 

COMMENTS/PROBLEMS 
ENCOUNTERED 

ACTIVITIES PUNNED 
FOR THE NEXT QUARTER 



ACADEMY FOR EDUCATIONAL DEVELOPMENT 
Contract No 524-0329-C-00-3024-00 

BASIC EDUCATION PROJECT 
Project No i2-2035 

Q1JARTE:iSLY REPORT: TFlIRD QUARTER, 1994 

Submitted byo Sick D. M I I S ,  Chief of Party 

All) Project Officer: Anthony Vollbrecht 



OBJECTIVES 

Objmrve 6 Conduct a study on 
the rmpaa of adrmnrrtntrvc 
rmprovements on the MED s 
dellvery of eduatronal scrvrces 

O b w v e  7 Dcfim the functrons 
of the MED drv~~tons lndudrng 
the Drvmon of Supervrsron 

Objmrve 8 Design and rmplunent 
an overall system for fomauve and 
summauve evaluatron 

PROGRAMMED 

AcTnnnES 
PROGRAMMED/EXECUTED 

EXECUTED 
COMMENTS 

Formulate mplemcntatron plan for 
the two officralr dstgnatcd for 

Recrurt a new consultant m 
orgauuronal development to  
unplement this assrgnmenr 

Plan and execute an eduatron of 
the Aarve Methodology (AM) 
workshops 

Recruit a ~0nS~lLant to work wah 
MED on the defrnrtron of the 
evaluatton tndtcators 

The role of supervrsron war defined m the 
decentralrud MED system (Montelrmar 
agreements) 

The funnrons of the General Dtrectonre for 
Decentnitutton were deftned 

Actrvrttes were stalled due to 
J delays rn appornttng the person 

In charge of Organtutron & 
Methods In September an atdc 
was desrgnated to rnrtrate the 
Organrzatron & Methods work 

The consultant who wdl evaluate the AMs was 
rdenttfied The document Study on the Acttve 
Methodologrc~ Performance was prepared and 
sent to MED personnel rnvolved m thrs acttvrty 

A MED offrcral was sent to Honduras to 
panrctpate m an AM evaluatron workshop 

Consultant Richard Krak was hired to work on 
the definrr~on of tndrcaron and the desrgn and 
rmplementatron of the evaluatron synem 

A local assrnant for the marn consultant was 
hrred to gather the rnformatron that the 
consultant will need, and for the analysts md 
processrng of evaluattve data 

The first workshop was held wtth key MED 
admrnrstntors to introduce formatrve evaluatton 
concepts and practrces 

A consultant was htred to desrgn and apply a 
standardtzed test that wall serve as a reference 
potnt to evaluate project tmpact upon the areas of 
mathemarrcs and language ans 

ACTIVITIES PLANNED 
FOR THE NEXT 

QUARTER 

Formulate Scope of Work for 
consultrng servtces rn 
organrzattond development 

Present recommcndatrons for 
a fomatrve and summatrve 
evaluatron synem to MED 

Desrgn an evaluatron trarntng 
plan 



OBJECTIVES 

Objcct~ve 9 Des~gn a system for 
preparing the MED s aninual 
budget 

Objecrrve 10 D a g n  and rnnall a 
management rnformat~on system 

. Objective 11 Strengthen the 
MED s capaclty to coordrnate 
projects financed by fore~gn 
donors 

ACTIVITIES 
PROGRAMMED/EXECUTED 

PROGRAMMED EXECUIZD 

Frnallu the analysrs of the budget - StNCtUle 

Desrgn the program for the budger 
system 

Formuhte Procedures Manual 

Organlu for MED s counterpans 
an obrervatron vlslt to an operatmg 
MIS m a nerghbonng country 
system 

Contlnue worhng on the system 
des~gn 

-Complete spccdcat~ons document 

Plan the anlvrty w ~ t h  the Drrector 
of the Natronal Drrectorate of 
Pro~eas  

Three offrcrds from the Drrectorate of Computer 
Servrces vlslted the Mrnrstry of Eduutron of 
Guatemala to observe thc~r  lnformat~on system 

Vnru were made to Matagalpa, k o n ,  Estelr & 
Chinandega to mspect actrvttrcs carned out rn 
lnformauon management and data proccssmg 

COMMENTS 

The prrorrty demands of 
decentralrzat~on have requ~red 
more of the consultant s tame 
than was antrc~pated whrch has 
led to a sl~ght delay In the 
budget related acttvirres 

The consultant will present the 
analysrs and recommendatrons 
for MED s consrderatron In 
October 

The manual wdl be formulated 
in coordlnatron w ~ t h  the 
reform of the MIS 

Delays m the defintrton of 
decentral~zed systems have held 
up the task of defining the MIS 

The decen tnh~d  structure 
envrstons the ehmrnatron of the 
Dlrectonte of Projects and as 
awm~latton by the General 
Drrectorate of Mannrng 

The work ~n thrs area wall be 
coordrnaed with that of 
Objectwe 7 Defrn~tron of 
Functrons 

ACTIVITIES PLANNED 
FOR THE NEXT 

QUARTER 

Present the computer~zed 
budget system s program 
specrf~curons 

Begn dnftrng the procedures 
manual 

Present the personnel 
trarnrng plan for the new 
system 

Frnallu the system proposal 
for AIDIW 

Inltrue procurement of MIS 
equrpmenr as soon as IRM 
approval rs obtarned 

Coordinate changes In the 
Drrectorare wtth the 
consultancy on mtnrstenal 
restructuring 
(Object~ve 7) 



OBJECTIVES 

Ob~cc~rve 12 Desrgn a 
management tntntng system for 
centnl depamennl, a d  
mumcipal MED personnel 

Objmrve 13 Desrgn a system to 
marntatn & access MED personnel 

Objeatve 14 Strengthen the 
personnel office by establrshrng 
systems for classrfyrng posrttons 
mertt based promotrons & 
personnel assessment 

-1 I 
kr\ 

PROGRAMMED 

F~nalrzc a needs assessment 
rnstrument 

Coordrnate system desrgn wnh the 
informatron systems consultant 

Frnalrze the malysrs of the 
personnel system and present a 
repon wsh recommendattons 

EXECUTED 

A human resources data needs form was desrgned 
to permtt coordrnatron wrth the computerrzed 
rnformatron system that IS being desrgned 

Repon & recommendattons on frle matntenance 
were tnttrated 

Evaluatton of MED s organluttonal struaure 
was completed and a preltmrnary versron of the 
report was prepared 

Job descnptrons are 75% complete They should 
be frnrshed durrng the first half of October, 
dependrng upon MED s pantcrpatron 

The collenron of mfonnatron and conceptual 
descnptron of salanes the job classrfrcatron 
system and the performance evaluatron were 
completed 

The re-edsmg of the Procedures Manual for the 
Mrnrstry s human resources system was begun - 

COMMENTS 

The depanments of Granada & 
Maugalpa were vurted to assess 
decentrdaatron related tnrnrng 
needs 

An admrnrstntrve trarnrng 
course for decentdrzed 
munrcrpalrttes was des~gned 

The des~gn of the needs 
assessment rnstrument was 80% 
completed 

Trunrng system desrgn was 
25% completed Consultants 
were changed and Technrcal 
Commruron approval of a 
replacement (Salazar) IS 

pend~ng 

ACTIVITlES PLANNED 
FOR THE NEXT 

QUARTER 

Complete desgm of an 
rnstrument for MED needs 
assessment 

Complete at least 75% of the 
tmrnrng system desrgn 

Inrtrate development of 
trarntng amon plan 

vhese aatvnres depend upon 
Saluar s confirmatron by the 
Technrd Commrssron as 
tnrntng consultant] 

Coordmate wrth MIS 
consultant & present the 
rmprovement proposal m 
December 

Frnrsh analysts 

Begrn desrgnrng a file 
maintenance system 

F~nrsh job dcscrrptrons and 
performance evaluatton 
system 

Andyze and make 
recommendat~ons for the 
salary structure 

Frnrsh the procedures 
manual 

Desrgn tminrng for the new 
personnel system 



I1 OBJECTIVES 

Obleatve 15 Support the MED rn 
the rnstallatron of an accounttng 

Objearve 16 Study urlnrng 
systems for the purchase 
rtceptron, nonge & dtstnbutton 
of educatronal matertals & 
qutpment at the central & 
munrctpal levels Make 
recommendatrons 

- -  

Objcctrve 17 Wnte & bstrrbute a 
Basrc Eduutron Gutde to support 
teachers m thetr profesaonal 
development 

PROGRAMMED 

ACTIVITIES 
PROGRAMMED/EXECUTED 

Identrfy a new consultant for thrs 
PCttVlty 

Conduct nudy of MED s logtnrcal 
system 

Define & desrgn the Basrc Educatton 
Gurde 

1 COMMENTS 
EXECUTED I 

The rnformatton gathenng process was begun 

Two consuitants were rdcnttfied to  wnte the 
actrve methodology chapter and to complae the 
guide s layout & desrgn 

A survey was conducted wrth teachers to refine 
the gutde s content 

The draft of the chapter on actrve methodology 
was presented to the tcchnrul commtssron 

The gutde s format was defined 

The canddate rdenttfred IS Mr 
Jose Marla Burtrago, who was 
conftrmed by the Technrcal 
Commruton rn September and 
wtll begrn hts consultrng 
servrces m October 

The consultrng ~ r v t c e s  began 
on September 26 followrng the 
final approval by the Tcchnrcal 
Commrssron 

Procurement of demonstratron 
school equcpment e an 
rmmedrate prrorrty 

ACTIVlTIES PLANNED 
FOR THE NEXT 

QUARTER 

Revtew the new accountrng 
system set up by MED and 
make recommendatrons 

ldenttfy computenzed 
accounting software 

Dcjrgn trarnrng program 

Analyze & make 
rccommendatrons for MED s 
logrstrcd system 

Propose rmplementmon 

Conclude desrgn 

Drafr content 

Tram MED personnel tn 
desktop publrshrng sofrwa~r 



OBJECTIVES 

Objcctrve 18 Datgn a tnlnrng 
plan for teachers and support ns 
~mpl~catron through technical 
wlstance 

Objectwe 19 Conduct teacher 
tratnmg In actlve methodologtcs 
(AM s) and the use of new 
~nstrunronal materrais 

Objectrve 20 Conduct a study on 
the causes of school fallure and 
dropouts - 

PROGRAMMED 

hnalne the nrateglc plan & present 
, n to the BASE Execut~ve 

Commrttee 

Commence procurement for the 
demonstratron schools 

Establish an unplemenratron plan 

Tram the third group of teachers 

Hold orlentatlon workshop for 
trarners prlor to the August trammg 
session 

EXECUTED 

Sclect~on cntena were establ~shed for the 42 
demonstrat~on schools The schools were selected 
& mspenlon vls~ts were conducted Select~on 
crmrra were enablrshed for the 6 laboratory 
schools The selccrron nrategy for the model 
teachers was defined 

A l1st of the equrpment & matenals for the 
demonnrat~on & laboratory schools was prepared 

In August, 2100 teachers across the country were 
trarned and prov~ded wnh the corresponding 
teachrng materlds 

An AM workshop was held for 40 technical 
specralrsrs from the MED central offrce 

BASE conducted supervisory v~srts t o  the 
d~fferent reglons to ver~fy the d~s t r~bu t~on  of 
matends & execution of trvnrng 

Accomplished 

COMMENTS 

The strategic tratnrng plan was 
presented to the Execut~ve 
Commrttee In Augun 

Detennlnatron of the number 
of classrooms to equ~p IS 

pendrng 

In some munrc~pdrtres the 
tratn~ng had to be suspended 
because of the teachers 
absentee~sm whrch was due to 
the nartond transponauon 
strtke that was gomg on at the 
same tame In those sites the 
actrvrty was rescheduled 

Consultant Rodolfo Delgado 
presented an evaluat~ve repOK 
on the AMs that was c~rculated 
m the technrcal commrsslon 

BASE financed Brenda 
Cuadra s panlccpatron m an 
AM evaluat~on meetmg rn 
Honduras 

T h ~ s  actrvtry was completed on 
trme However durlng t h ~ s  
quarter at the MED s request 
was presented to MED 
delegates 

ACTIVITIES PLANNED 
FOR THE NEXT 

QUARTER 

Develop operat~onal plan for 
1995 

Conunue the process of 
procurrng equrpment 8, 
maerrals for the 
demonstratron schools 

No addlt~ond trarnrng u 
scheduled durrng the 
October December per~od 

Stanrng In 1995, tralnlng In 
AMs wtll be lncluded on the 
tralnrng In the use of new 
teachrng materrds 



I1 OBJECTIVES 

Objective 21 Conduct a study on 
cost recovery for teacher training 
and the production of educational 
materials 

Objeaive 22 Form a national 
curricular reform commission to 
guide, revrew and approve the 
preparation of MED curncular 
matenals and form the technical 
committees 

Objective 23 Train the members 
of the curnmlar commrsnon m 
curricular design and familiarize 
them with the most recent 
curncular tendencies m language 
am, mathematics and civics 

Conduct the study I Y I I 

ACTIVITIES 
PROGRAMMED/EXECUTED 

PROGRAMMED EXECUTED 

. 
Present conclus~ons and 
recommendattons 

COMMENTS 

The audy s results were presented t o  the Mmister 
& to  the senior management @ISUP) on September 

I 8  I 

I I 

ACTIVlf lES PLANNED 
FOR THE NEXT 

QUARTER 

Ddrver the h a 1  repon 
taking into account MED 
recommend~tions 

Accomplished 

Accomplished 

1. 
A prelim~nary draft of the repon repon was sent ro 1 
MED officials for thew recommendations 

A 



OBJEcnvES 

Objectrve 24 Enabllsh a master 
curnculum plan currrculum 
frames of reference, and learnrng 
goals for grades 14 

Objectrve 25 Develop currrcu~urn 
matenals based on the actrve 
methodolopes an language arts 
mathematru, and CIVICS 

PROGRAMMED 

ACTIVITIES 
PROGRAMMED/EXECUTED 

EXECUTED 

Enablrsh a global theoretrcal 
framework for the primary level - currrcuIum 

Formulate learnrng goals (on 
P n d  

Formdate objecrrvcs by grade 

Begtn the formulatron of 
merhodologrcd gurdes for fim h 
second grades rn mathematrcs 
language and natural scrence 

Strengthen the relatron between 
teacher tnrnrng and curriculum 
development (on-gorng) 

Develop specrfrcatrons for 
rnstrucrronal materrals 

b m r n g  gods for grades 1 & 2 were revrewed 

The formulatron of curnculum obpmves by 
grade was finrshed and the Pnmary Educatron 
Program structure was defined 

The plannrng of teacher trarnrng rn the new 
programs was coordinated wnh the tnmtng 
component 

The process of formulating content matrrxes for 
elementary school subject matter ts concludrng 

COMMENTS 

The posrtlon of long term 
BASE consultant wdl be filled 
durrng 4th quarter 

Thrs material has been rncluded 
in the formulation of the basrc 
education gurde and the 
curr~culurn methodologrcal 
gurdes for language arts 
marhematrcs & natural scrence 
(see Objectrve 26) 

Prror~ty wrll be to develop and 
produce matenals for grades 1 
& 2 Development of matenals 
for gades 3 & 4 wrll begrn in 
1995 

ACTIVITIES PLANNED 
FOR THE NEXT 

QUARTER 

Frll the BASE long term 
consultant vacancy 

Strengthen the relatron 
between teacher trainrng and 
currtculum development (on 
gornd 

Contrnue revrewrng the 
learnrng goals 

See Objectrve 26 



OBJECTIVES 

Objectrve 26 Design currtculum 
gutdes for first through founh 
grades 

- 
Objectwe 27 Establtsh In MED 
the capacrty to  desrgn & produce 
currrculum guides ustng desk top 
publrshrng trchnrques 

Objectrve 28 Conduct a study on 
con recovery for teacher tmtntng 
and the productron of educattonal 
materrals 

Objectrve 29 Formulate 
procedures and rnnruments to 
measure students academrc 

1 performance based upon the 1 Iearnrng gods 

PROGRAMMED 

ACTIVITIES 
PROGRAMMED/EXECUTED 

Formulate methodologtcd gutdes 
and suppon materials for first and 
second grades 

lnstall computer hardware & 
software m the Currrculum 
Development Dtvrsron 

Tratn the technical commtssion tn 
desk top publrshrng 

See Objecttve 21 

EXECUTED 4 

1 COMMENTS 

Draft gutdes m the areas of mathemattcs, language 
arts & nnural scrence for first & second grades have - 
been developed 

A lm was formulated of the teachrng marertals that 
should accompany the gutdes 

The equtpment arrtved ar the 
end of September and wtll be 
tnstalled rn early October 

ACTIVITIES PLANNED 
FOR THE NEXT 

QUARTER 

Ftnish and present the 
methodological gurdes for 
Spanrsh mathematics & 
natural sctence for thetr 
valrdatton 

Formulate a productton & 
drstrtburron plan for 
delnertng the gutdes 

Plan the tratnrng strategy for 
the model teachers rn the use 
and applicatron of the 
methodological gurdes for 
first & second grades 
stressrng lrnkages between 
reacher trarnrng and 
currtculum 

Install equtpment 

Begtn trantng the personrtel 



Academla para el De,arrollo Educatwo 
Proyet to BASE 

QUARTERLY REPORT 
July-September 1994 

This report for the third quarter of 1994 IS submitted In compliance w~th  provisions in the 
contract between AID and AED for the implementat~on of the Base Education Project It also 
reflects a wish periodically to inform the persons and institutions involved In the Project on progress 
made, challenges encountered, and programming planned for the following quarter 

The attached tables contam information 011 ine a c i ~  ILACS that bere planned or implemented 
during this quarter for each of the objectives that have been establ~shed to achieve the BASE 
Project's major goals The activities reported are the principal ones that have been executed during 
t h ~ s  quarter in relation to each objectwe for which activ~ties had been scheduled 

In general, the project is progressmg according to the timeframed established in the Annual 
Plan The followng features summame highhghts of project performance during the thrrd quarter 

- Four of the Project's 29 objectives have already been accomplished 

Objective 20 Conduct a study on the causes of school fa~lure and drop-outs 

Objective 21 Conduct a study on cost recovery for teacher trainlng and the product~on of 
educational materials 

Objective 22 Form a National Curricular Reform Commiss~on to guide, review and 
approve the preparation of MED cumcular matenals 

Objective 23 Tram the members of the cmcular comrnisslon and familiarize them with the 
most recent cumcular tendencies in language arts, mathematics, and civics 

- In August, the project sponsored and facilitated a workshop for senlor MED officials The 
workshop's purpose was to define the scope of decentrahzation in the MED and formulate 
the general guldehnes for a decentralization implementation strategy 

- The terram was prepared -- the terms of reference were formulated and the consultant was 
hired -- to begin worhng on the reform of MED's planning system which IS cruc~allv 
important to the successful development of decentralization , 

- Correspondenc~a 
NlCABOX NO 282 P 0 BOX NO 02 5640 M~arn~ Fla 33102 5640 
Courier 
NICABOX No 282 2898 N W 79 th Ave M~arn~ Fla 33122 

Centro CIVICO M6dulo P 
Tels 662918 19 Fax 652937 , , Ap& 2369 t ,i' 
Managua M~caragua t L h  



Activrties were begun that help establish and put into motion an overall monitoring and 
evaluation system that wrll serve not only the MED but also the BASE Project in monltonng 
rts own activrties 

There was considerable progress made in the formulation of the basrc educatron gurde The 
design was made, the drafting begun, and a plan was agreed upon for its publication and 
distribution at the beginnrng of the 1995 academic year 

A strategic plan for teacher traimng for the 1995-2000 period was formulated and distributed 

Drafts were prepared for curricular guides rn mathematics, language arts, and natural science 
for grades 1 and 2 

F ~ y - t * v ~  dernonstratlon s c h l s  an$ suc4ahwatq s & d s  were selected a trainmg plan 
for model teachers was formulated, and a list of equipment and matenals to purchase tor the 
demonstrat~ordlaboratory scl~wis ha:, at;tr;td upon 

The techcal  commissions for institutional development and education were restructured to 
permit greater MED representation at mddle-management levels and to ensure overlapping 
of members to facilitate better coordination between the two commissions 

There were delays in Objectives 10 (information svstem) and Objective 15 (changes in the 
accounting system) The appropnateness of any ~nformation system that might be designed 
depends upon the nature of the decentralizat~on scheme adopted by the MED For that 
reason, there has been a cautious approach to desigmng the system pending the consolrdatron 
of defimtlve decentralization plans The work on the accounting system was delayed due to 
the transfer of responsibihty rn thls area to a new consultant The person who had prel rously 
been in charge was asked to assume respons~bility for consulting in the decentralization area 
The conditions that led to the delays tn both objectives have been overcome, and the work 
has been rescheduled 

To some degree, project progress has been affected by the following factors 

A shipment of office equipment amved in September whrch has contributed greatlj to 
satisfying the needs for conducting effic~ent work Photocopiers, audio-visual equipment 
and vehicles will be delivered dunng the final quarter 

T ie  project's first year has served to lav the foundation for subsequent changes To be able 
' implement the proposed changes m MED's educational and admimstrati\e operating st stems 

during the project's second year, rt will be necessary to have the broad participation of the 
institutron's officials and technical special~sts 



3 There will be temporary vacancies tn the two long-term posts and in BASE office 
accounting An attempt will be made to rnintmtze the tmpact of the vacancies upon the 
techtllcal areas through the ttmely lunng of replacements and the temporaq coordtnation of 
work tn these areas by the Executive Asststant The project's accounttng vacancy wdl be 
filled as soon as posstble 



OBJECTIVES II- 

ACADEMY FOR EDUCATIONAL DEVELOPMENT 

'I 

BASIC EDUCATION PROJECT - BASE 

PRELIMINARY OBJECTIVE 
0rganlz.e the physrcal and human 
rnfrvtructure needed to unplement 
the project management 

OUARTERLY REPORT 
July - September, 1994 

AC?IV111ES 
PROGRAMMED/EXECUTED COMMENTS 

PROGRAMMED EXECUTED 

I i 
Conclude office purchwrng and 
shrprnents 

Canclude staff hrnng 

Panrdiy 

The Logrntu] Speculra & Exccutrve krsrstant 
were htred 

The shipment of all the 
equrpment is about to  reach 
Cwtomr 

Staff remunrng to be hrred 
drrver asslaant t o  the logrnrcal 
specralra and assrstanr 
secretary 

ACTIVITIES PLANNE 3 
FOR THE NEXT 

QUARTER 

Execute customs paperwork 
for equlpmenr rccerved 

Frnrrh the htnng of 
pcrconnel 

Frnal~u the procurement of 
equipment (vehrcles VHS, 
photocoptcrs) 



O B J E m E s  

Objectrve 1 Suppon MED ln the 
formulat~on and execution of a 
Dccentrdaat~on Plan 

Objearve 2 Conduct a study on 
the mun~cr~dit~es capacrty to 
admmster cducat~onal progrms 8r 
effectively contribute to the 

ACTMTIES 
PROGRAMMED/EXECUTED 

PROGRAMMED EXECUTED 

I 
COMMENTS 

I 

The Senlor Consultanr m 
r decentral~zat~on wrB begrn work m 

July 

A d w  MED rcgardng measures to 
take to undement decentrdtutton 
In the ar& of admmwratron, 
personnel data analysrs, and 
plannmg (on-gomg actmty) 

Bcgrn study of munlc~pal~tcs 
frnancrd capaclty to suppon 
decenrrd~zat~on 

Arq Anton10 Osono was hlred as senlor 
consultant, and jorge Brena as full tame 
decentrd~zatron adv~sor 

A semnar was held m Montelunar with the 
MED y BASE sentor management during whch 
the gu~del~nes for the formulat~on of an overall 
decentrallutron strategy were agreed upon An 
a& maowe and condus~ons of the semtnar were 
prepared 

Consultants Julio Salaza~ and Jorge Brenes 
formulated a tralnmg des~gn for the centers that , 
have already been decentralued at the 
departmental level I 
Antonlo O ~ o n o  and Jorge Brenes formulated and 1 
presented organrut~onal cham and funcuons for 
the dccentralrzed structure I 

Consultant Ju l~o  Salazar presented a proposal for 
the structure and functions of the Generd 
Directorate for Decentrallzat~on 

A q  Osono formulated cntena for lncorpont~ng 
xher trvning centers in the deeencraltzat~on 

process 

The regulat~on for autonomous centers was 
revrewed 

W ~ t h  LIC Ellate Campos the Decentralization 
Implementat~on Plan was rev~cwed and redesrgned 
WED, World Bank BASE) 

Follow~ng revrew the General Dlrectorate for 
Decentral~nt~on was advised on World Bank 
study 

Aniv~t~es  to address thrs 
objective will begrn durrng 4th 
quarter 94 

ACTlVlTIES PLANNED 
FOR THE NEXT 

QUARTER 

Suppon rrunlng at the 
depanmental lwel 

Provide workshops to 
famtlrarlze MED offrclds 
w ~ t h  decentral~zat~on 

Formulate Strateg~c Plan for 
decenrdlzatron 

Formulate ~m~lernentat~on 
plan 



OBJECTIVES 

Objectrve 3 Desrgn a planntng 
model based upon relrable data 

Objmrve 4 Create a consultatrve 
process between MED and the 
Natronal Educatron Council 
(CNE) for the formulatron of 
educatronal polrcrs 

Objectrve 5 Suggest systematrc 
reforms for the adoprton and 
executron of tnstrtutronal polrcres 

PROGRAMMED 

i 
5 COMMENTS 

Continue cvaluat~ng the current 
, system and present 

recommendrtrons 

Plan the followmg steps for the 
implementatron of 
recommendations 

Determrne the next steps for 
unplementrng the polrcy plannrng 
sysem 

Study the polrcres & responstbrlrtres 
under the new structure 

Define the new polrcy planning 
system 

Begm preparing drafts of 
procedures manuals 

EXECUTED i - 

The Scope of Work fo a consultancy on the 
design of an rntegrated plannrng system were 
formulated The consultant for this assignment 
was identified 

The Technrul Comrnrssion sent the Vrce 
Minuter rts recornmendatrons supponrng the 
rnstttuttonalization of the CNE The Vrcc 
Mrnraer has not yet mucd hrs optnron 

Partrally 

The recornmendatron for an Opentrons Manual 
that contarns MED pol~ctes and procedures was 
submrrted to the technical commrwon 

The analysis of MED s 
rnformatronal needs for 
planning purposes rs scheduled 
to  conclude on Octobe~ 14 (see 
Ob~ectwe 10 MIS sysemj 

The prror consultant s findrngs 
concluded that there exrsrs an 
eminently consultative 
relat~onshrp between MED & 
the CNE However the 
legalrzatron of the CNE was 
recommended 

The aarvi~ies related KO thn 
objectwe have been delayed due 
to the lack of an office of 
Organrzarion & Methods 

The Office of Organization & 
Methods will not be formed rn 
1994 rt IS not known whether a 
wrll be formed m 1995 
Meanwhrle MED has assrgned 
0 & M respons~btltries to an 
offrcral who w~ll work wrth the 
BASE consultrnt 

The planning gsrcm wdl be 
reformed to translate 
tnst~tutional policres into 
programmatic strategies (See 
Objectwe 3) 

ACTlVl ilES PLANNED 
FOR THE NEXT 

QUARTER 

Analyze the current p l a n n q  
system & make 
recommendat~ons for 11s 
reform 

Design a trainmg program 
for MED offi~tds ni the new 
planning system 

Formulate a strategic plan 
for tmplementrng the new 
system 

Organize one or more 
workshops for formulattnp 
the annual plans for MED 
and the BASE project 

Request the Vrce Mrniner s 
response 

Begin to draft Operations 
Manual 

Issue recommendat~ons for 
rhc polrcy piannrng system 
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BASIC EDUCATION PROJECT - BASE 

QUARTERLY REPORT 
October-Decern ber 1994 

This report for the fourth quarter, 1994, is submitted In compliance with provisions of the 
contract between the Academy for Educational Development and the United States Agency for 
International Development governing the implementation of the Basic Education Project in 
Nicaragua This report, like its predecessors, is fbrthermore intended to inform the project's 
implementors an& other interested parties concerning progress achieved toward fhlfilling planned 
objectives as well as problems encountered in implementation during the reporting period 

Normal progress was achieved in virtually all areas during the fourth quarter Particularly 
noteworthy were acceptance by the MED of system designs presented by BASE consultants for 
accounting, management information, and formative evaluation, opening the way for implementation 
in 1995 Likewise, the development of a strategic plan for decentralization, which synthesized a 
variety of disparate policy, admimstrative, and management initiatives, was important in providing 
a cogent framework for work in this priority area in the coming months 

The curricular reform program of the MED was advanced through the preparation and 
revision of activity guides in mathematics, language arts, and sciences for first- and second-grade 
teachers The Basic Education Manual, which was also completed during the fourth quarter, will 
when distributed during the first semester of 1995, provide elementary school teachers, particularly 
those with no formal training, with simple, practical guidelines for improving their effectiveness 
through self-instruction until such time as the MED-BASE technical teams can develop and test new 
curricular materials and mount the mass traimng programs for their use The groundwork for these 
innovations was laid during the quarter through the development of new curricular programs for 
grades 1 and 2, the development of the activity guides mentioned above, the selection of 
demonstration and laboratory schools, the creation of a teacher training network based on master 
teachers located in the demonstration/laboratory schools, and the development of a phased training 
plan for 1995 that effectively links instructional and curricular elements 

As can be seen from the above, the BASE project during the quarter moved naturally into 
those areas considered by the MED as priorities decentralization, core systems designs, curricular 
reform, and systemized teacher tramng Areas of lesser interest to the MED, such as the municipal 
study, consultative policy making, and defining the functions of administrative units, received less 
attentioln dur~ng the quarter and, as is noted, eventually were eliminated or redefined during planning 
meetings with the MED 

A high point of the quarter, and a watershed for the project, was the annual planning 
workshop held in early November at Selva Negra, outside of Matagalpa Attended by m~nisterial 



execut~ve and senior management staff, BASE officials and consultants, and representatives of the 
project's contractual partners, the workshop achieved a thorough review of project goals relative to 
the MED's strateglc vision, a realignment of the project more effectively to address ministerial 
strateglc prionties, and a consensus regarding the nature of the cooperative and participative 
relationship that should exist between BASE and the MED The priorities for 1995 that the MED 
identified at the workshop were three (1) reduce repetition and desertion by modernizing the 
curriculum and improving teaching quality, (2) introduce democratic decision mak~ng in educational 
administration through decentralization, and (3) revlve wlthin the educational system a new respect 
for traditional values The reforms contemplated in the BASE project are directly related to the first 
two prionties, the third is outside of its scope To render the BASE project more responsive to the 
first two pnoritles, the MED proposed the addition of some activities and the modification or 
elimination of others These changes have been included in the AED proposed annual plan for 1995, 
which has been submitted to AID and is awaiting approval Where changes affect current project 
objectives, they have been so noted in the present quarterly report Any new or modified objectives 
approved by AID will appear In future quarterly reports 

Two problems occurring during the quarter are worth noting The first was a gradual eroding 
of the foundations of the operational structure that had been set up in February to oversee 
implementation from the MED slde The Executive Council, whose role it was to analyze policy 
issues relat~ve to the project, oversee project integration, and ensure the consistency of policy 
objectives with MED pnorities, and which was to meet every two weeks, met only once or twice 
during the quarter, thereby removing the senior management from effective participation in an 
oversight and decision-making capacity in the project The Technical Commissions, which are 
responsible for overseeing the successful implementation of project activities and for supervising 
the work of the short-term consultants from the MED perspective, had, with the approval of the 
Executive Council, undergone a restructuring in September with membership shifting from the 
General Director level to the level of Office Directors and technicians The restructuring was not 
intended to entail any modification of the functions of the Techcal  Commissions Shortly after the 
restructunng, however, questions began to surface concermng the scope of authority and jurisdiction 
of the Commissions, some wondered whether the Commissions were assuming powers that should 
be reserved exclusively for General Directors The issue was never taken formally before the 
Executive Council for resolution, but rather remained latent As a result, the reconstituted 
Commissions, particularly the one overseeing the Institutional Development component, sensed that 
their legitimacy was questioned, shied from taking initiative, and as a result became less than 
effective instruments of project implementation The project Director on several occasions brought 
the situation to the attention of appropriate ministerial officials, it remained, however, unresolved 
by the end of the quarter and wiH be a matter of priority attention by the project administration in 
the first quarter of the new year 

The second problem has to do with staff vacancies, which has been endemic to the project 
slnce its inception In September, the project accountant resigned In favor of a better offer, despite 
an active recruitment effort, no su~table candidates had been ~denttfied by quarter's end Efforts to 
fill vacancies in the long-term consultant positions in curriculum and teacher traimng, whch became 



vacant in August and November respectively, were similarly unsuccessfiil m l e  AED did identify 
and present to the MED viable candidates, however, the ministry determined that the candidates 
were unqualified and rejected them Though project activities In these two components have 
continued without disruption, the persistent vacancies have greatly limited the project's advisory 
potential in these techcal areas, have deprived the MED of needed technical assistance, and have 
strained the energies of the Chief of Party and Executive Assistant and curtailed their efficiency in 
carrying out the normal duties assigned to them in their respective positions 

26 January 1995 



Objective 2 Conduct a study on the 
rnunlc~pal~t~es capaclty to admlnlster 
educattonal programs & effecttvely 
contrtbute to the decentral~zat~on of 
educat~onal programs at the munw 
pal level 

ACADEMY FOR EDUCATIONAL DEVELOPMENT 
BASIC EDUCATION PROJECT - BASE 

QUARTERLY REPORT 
October - December 1994 

ACTlVlTlES 
PROGRAMMED1EXECUTF.D 

PROGRAMMED EXECUTED 

Execute customs paperwork for 
equlpment recelved 

Fm~sh the hlnng of personnel 

Fmal~ze the procurement of 
equlpment (vehicles VHS 
photocop~ers) 

Support tralnrng at the depart 
mental level 

Prov~de workshops to fam~l~arlze 
MED offic~als w~th decentral~za- 
tlon 

Develop strategic plan for decen 
trallzatlon 

Begm study of rnun~c~pal~tres 
financ~al capaclty to support 
decentral~zatlon 

COMMENTS/PROBLEMS 
ENCOUNTERED 

The accountant left the project for another job 
Recruitment of a replacement IS ongolng 
Some cand~dates have been ~dent~fied but a 
finaltst not yet selected 

A dr~ver logrst~cal assstant, and secretary were 
h~red 

The cand~dates for two long term adv~sen were 
not accepted by the MED 

Emergency tralnmg plan for departmental 
support developed 

Worhshops conducted for 100 MED offictals 

Strateg~c plan developed and d~ssemmated for 
dlscuss~on 

Year 2 plannlng sesslons conducted at Selva 
Negra 

The MED requested that th~s actlvlty be e l m  
nated from the project dur~ng the Year 2 plan 
nmg meetlngs in Selva Negra 

ACTIVITIES PLANNED FOR THE 
NEXT QUARTER 

H~re  replacement accountant 

Rev~ew and revlse approval 
procedures for long term 
consultants 

Propose nem cand~dates for 
both long term positions 

Des~gn and execute work 
shops to promote decentral 
lzatlon 

Des~gn and execute work 
shops to tram delegates and 
school d~rectors In 1m 
plementat~on of decentral~za 
tlon 

Develop plans for de 
partmental decentrallzat~on 

Ftnal decwon pendmg 
USAlD revlew of annual 
worhplan 



OBJECTIVES 

Objectwe 3 D e s ~ p  a piannlng 
model based upon rehable data 

Objectwe 4 Create a consultatrve 
process between MED and the Na 
t~onal Education Counc~l (CNE) for 
the formulat~on of educat~onal poll 
ctes 

Objectwe 5 Suggest systematic 
reforms for the adopt~on and execu 
tron of inst~tut~onal pol~cres 

Objective 6 Conduct a study on the 
Impact of admrn~strat~ve Improve 
ments on the MEDs dellvery of 
educat~onal servlces 

PROGRAMMED 

Analyze the current plann~ng 
system & mahe recommenda- 
tions for Its reform 

Design a trainlng program for 
MED ofic~als In the new plan- 
nmg system 

Formulate a strateglc plan for 
~mplementing the new system 

Organ~ze one or more workshops 
for formulat~ng the annual plans 
for MED and the BASE project 

MED response to recommended 
actlons for the CNE 

Begtn to draft Operatrons (Pol 
ICY) Manual 

Issue recommendattons for the 
polrcy plannmg system 

None programmed 

EXECUTED 
YIN 

Y (See acttvltles under Ot 
14 human resource refom 

Y (See actrvlt~es under Ot 
3 plannrng reform) 

COMMENTSIF'ROBLEMS 
ENCOUNTERED 

The MED w~ll move to a strateglc management 
plann~ng approach to be refined and ~rnple 
mented In year 2 of the project 

Rev~ew of current plann~ng system completed 
1n the context of annual plans for MED and 
BASE project 

Tramng In strateglc plann~ng held for DlSUP 

Analpis of MED ~nformat~onal needs for 
plannmg purposes completed 

Plann~ng worhshop held at Selva Negra 

The MED has determined that t h~s  actlvlty rs a 
low pnorlty for the comrng year and has re- 
quested that 11 be ehm~nated from the project 

The actlvlttes related to th~s  objectlve have 
been delayed due to the lack of an office of 
Organrzat~on & Methods The Office of 
Organ~zat~on & Methods wrll be formed In 
1995 

Tasks related to thrs objectlve are berng carried 
out m conjunct~on wrth those related to Objec 
tlves 3 plann~ng and 14 human resources 

The MED has determ~ned that th~s  actwty IS 

not a h~gh prlorlty and has requested that ~t be 
ehm~nated from the project 

ACFlVlTIES PLANNED FOR THE 
NEXT QUARTER 

Formulat~on of plans for 
~mplementat~on of strateg~c 
management plannmg and 
tralnmg worhshops In same 

Develop Instruments to 
monltor MED pol~cy ~mple- 
mentatlon at level of General 
D~rectorates 

Fmal dec~s~on pendrng 
USAlD rev~ew and approval 
of Annual Worhplan 

See planned actrvrttes for 
Object~ves 3 and 14 

F~nal decrs~on on th~s  actlvity 
IS pend~ng USAlD revlew of 
the annual Worhplan 



ACTIVITIES 
PROGRAMMEDEXECUTED 

PROGRAMMED EXECUTED 
Y/N 

Formulate Scope of Work for 
consulting servrces In organlza 
t~onal development 

Present recommendat~ons for a 
formatwe and summatlve evalua 
tlon system to MED 

Deslgn an evaluatlon valnlng 
plan 

Conclude baselme study of 4th 
grade student achievement In 
math and language arts 

Complete analysls of the budget 
structure and make recommenda- 
tlons 

Present computerrzed budget 
systems program speclficatlons 

Formulate Procedures Manual 

Present personnel tralnrng plan 
for the new system 

Complete systems desrgn and 
speclficatlons document 

Scope of work was developed 
and consultant rdentrfied for 
reorganrzation of General D~rec- 
torate of Educatron Work was 
cancelled by General Dlrector of 
Education 

COMMENTSPROBLEMS 
ENCOUNTERED 

T h ~ s  actlvrty was reorrented toward a greater 
emphasrs on supervlslon durrng Selva Negra 
plann~ng workshop 

A detalled report of evaluat~on optlons for all 
project components was prepared The mple 
mentatlon plan was revwed at the annual plan 
nrng meetrngs In Selva Negra, resulting m 
assigning evaluatron dutres to each office 
rather than to a separate evaluatlon oftice 

Tests were glven to 6 000 ch~ldren In 325 
schools The results were entered Into the 
computer program for analysls 

Analysrs of current MED budget system pre 
sented for MED revlew 

Software selection begun and demonstrations 
organized for MED offic~als 

Decentralrzatlon consultant was also responsl 
ble for this actlvtty Demands of decentral~za 
tlon however caused delays In work on bud 
get for which reason 11 was declded to rdent~fy 
new budget short-term consultant 

New MIS deslgn was presented to MED and 
was approved 

MIS system was rev~ewed and approved aith 
some changes by IRM 

ACTIVITIES PLANNED FOR I?& 
NEXT QUARTER 

A rev~sed scope of work and 
consultant actlvlty In orga- 
nlzrng the supervlslon actrv 
~ t y  w~ll begln In 1995 

ln~t~ate selected evaluat~on 
actlvltles 

Implement evaluat~on tram 
Ing plan 

Analme basellne data and 
present findtngs to MED and 
BASE 

ldenttfy and hlre short term 
consultant for budget 

Select budget software In 
coordtnatlon wrth accounting 
consultancy 

Present recommendat~ons for 
budget reform for m~n~ster~al 
approval 

Meet IRM requirements and 
lnltlate procurement 

Develop tra~nrng plan 

In~tlate sub system des~gn 



OBJECTIVES 

Objectrve l l Strengthen the MEDs 
capaclty to coordinate projects fi 
nanced by fore~gn donors 

Objectrve 12 Des~gn a management 
trarnlng system for central depart 
mental and mun~c~pal ME0 person 
nel 

Objecllve 13 Des~gn a system to 
update & access ME0 personnel 
files 

ACTIVITIES 
PROGRAMMEDIEXECUTED 

PROGRAMMED 

ln~plement th~s acllv1ty In con 
junctlon w ~ l h  Obj 7 

Complete des~gn of an lnstru 
ment for ME0 tralnrng needs 
assessment 

Complete 75% of  traln~ng system 
des~gn 

Inmate development ot tralnlng 
actlon plan 

Cooidmate w~th MIS consultant 
and present computerlzatlon 
proposal In December 

Complete analys~s of  system 

ln~t~ate des~gn o f  file marn 
tenance system 

AC'Tlb I Fits PLANNED EOR TtlL 
NtXT QUARTER 

Th~s actwty ellmrnated by MCD at Selva 
Negra plann~ng worhshop 

The D~rector for Donor Coord~natron was 
named the prlinary coordinator lor BASE 

rurther work In th~s area 
pend~ng revlew o f  annual 
plan by USAIL) 

Work on these acttvltles was contingent upon 
confirmat~on of Salazar as tratnlng consultant 
The proposed replacement ot the tralnmg 
adv~ser was not approved by the M r D  A new 
consultant w ~ l l  be proposed In the first quarter 
of  1995 

Notw~thstandmg the above the des~gn was 
ln~t~ated of an ~ntegrated human resourccs 
software data base appl~cat~on wh~ch w ~ l l  
lnclude tralntng necds dssesslncnt tnstrutnent 
(See Objective 13) 

An Integrated human resource data base has 
been designed and approved by the MCD I t  
w ~ l l  be mcorporated as part of the MED and 
eventually wrll replace the current system of  
manual data maintenance and storage 

The MED has determned that the development 
of the data base w ~ l l  satisfy its needs tn the sea 
of  personnel file maintenance Work In th~s 
area w ~ l l  contlnue In 1995 in conjunction with 
the MIS and human resource funct~oas analys~s 
consultanc~es 

Object~ves 13 and 14 were replaced by a slngle 
Human Resources reformed objectrve In the 
1995 Annual Plan 

See objective 14 

Planncd changes pendlng 
~ p p r o v ~ l  ot 1995 Annual 
Plan by AID 



OBJECTIVES 

Objective 14 Strengthen the person 
nel office by establlshlng systems for 
class~fymg positions determlnlng 
mertt based promotions & evaluatlng 
personnel 

Objectrve 16 Study and make rec 
ommendatlons for the Improvement 
o f  exlsting systems for the purchase 
reception storage & d~stribut~on of 
educational materials & equipment at 
the central & munlclpal levels 

ACTIVITIES 
PROGRAMMEDIEXECUTED 

PROGRAMMED EXECUTED 

Flnalize the analysls o f  the per 
sonnel system and present re 
commendat~ons 

Frnlsh job descrlptlons and 
performance evaluat~on system 

Analyze and make recornmenda 
tlons for the salary structure 

Complete procedures manual 

Deslgn lralnlng for the new 
personnel system 

Revlew the new accountmg 
system set up by MED and make 
recommendat~ons 

Install the new system and con 
duct tralnlng workshops 

Analyze system & make recom 
mendatlons for lmprovement 

Propose lmplementatlon plan , 

COMMENTSIPROBLEMS 
ENCOUNTERED 

The MED has determlned that sdlary structure 
merlt promotion and performance evaluations 
are not prlorltles at thls tlnie Rather eniphasls 
should be on job descrlptlons fun~tion5 and 
attendant manuals These preferences are 
reflected In the 1995 Annual Plan 

Account codes completed and procedures 
manual lnlt~ated 

Tralning needs outltned In budget systm 
analysls 

Plan for transltlon to decentralized accounting 
system presented to Vlce Mtnlster and was 
adopted 

Budget software was surveyed and denionstra 
tlons glven to pertlnent MED staff 

Analys~s completed o f  securtty Inventory and 
purchasing systems Revlew of storage systems 
will be completed In first quarter o f  1995 

ACTIVITIES PLANNED FOR T IE  
NEXT QUARTER 

I tnish job descrlptlons and 
job profiles as module o f  
Integrated management liltor 
niatlon syst~m tor hunian 
resourcLs 

Deslgn system and plan 
~mple~ntntat~on for proce 
dures subsystem (Ley actlvl 
tles o f  MFD adm~ntstratton) 

C onttnue development ot 
speclficattons for personnel 
data base 

Develop fully transltlonai 
lmplementatlon and tralnlng 
plans tor new decentrailred 
system 

Complele manual 

Select budget software 

Complete dnalysls o f  storage 
systems 

Subm~t report and rec 
omn~enddtrons 



ACTlVlTlCS 
PROGRAMMEDIEXECUTED 

PROGRAMMED EXECUTED 

Conclude design and writing o f  
Bas~c Education Guide 

Design layout on desktop pub 
tishing 

Train MED personnel in desktop 
publishing software 

Identify demonstrailon and lab 
oratory schools 

Identify master teachers 

Procure equipment and materials 
for demonstration school 

Plan 1995 teacher training pro 
gram and develop trainer net 
work 

Y 

Y 

Initiated 

ACTIVITY COMPLETED 
JUNE, 1994 

BASELINE DATA 
AVAILABLE 

COMMCNTS/PROBLEhIS 
CNCOUNl EKLD 

The guide was completed and approved by the 
technical commission MED rejected the 
illustrations and they were redone 

Competitive bids are being received tor the 
printing contract 

42 demonstratioil schools and 6 laboratory 
schools were identified throughout country 

Surveys of physical condrtrons o f  demo and lab 
schools were completed to develop budget lor 
necessary repairs to ensure integrity ot furniture 
and equipment to be purchased MED wrll 
make necessary repairs 

Competitive bids for furniture and materials 
were let on a regional basis Bid5 were re 
ceived and reviewed Firms will be contracted 
next quarter 

Work ~ontinued despite lack o f  long term 
adviser 

Training plan for 1995 contemplates program 
o f  multiplrer trainmg leading to training ot 500 
master teachers 

In  the annual planning meetings the MED 
requested turther study o f  some aspects of 
dropout and repetition 

ACI I \  I1 IES PLANNtD FOR FHF 
NEXT QUAR i t R  

Award printing contract and 
produke 20 000 copies 

Award contra~ts begin re 
cerving furniture 

Train 30 core trainus 

Trarn 180 MTD 3~nrcos and 
primary s~hool dire~tors 

Familiarize 135 supwisors 
and delegados in new peda 
gogical and curricular mate 
rials 

Ih rn  300 master teachers 

rurther resedr~h suspended 
pendrng approval by USAID 
ot 1995 ?nnual plan 
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ACADEMY FOR EDUCATIONAL DEVELOPMENT 
BASIC EDUCATION PROJECT - BASE 

ANNUAL REPORT - 1994 

I Background 

The N~caraguan Bas~c Educat~on Project was ~n~t~ated In January, 1994 Though 
the contract between the Academy and AID was s~gned In June, 1993, project 
implementation was delayed six months due to a protest from one of the origmal bidders 
wh~ch occasioned the convocat~on of a second Best and Fmal round of subm~ss~ons 
Thus, by the t~me the project finally got started, the actual ~mplementat~on time for the 
project had been reduced from 5 years to 4 5 years 

lmplementat~on began w~th a series of plannlng meetmgs w~th the M~n~stry of 
Educat~on (MED), USAIDlN~caragua, and the AED team of techncal advisers, meetmgs 
which lasted through January and which were followed by repeated consultat~ons w~th 
ME0 staff over var~crus drafts of the first-year workplan The outcome of these strateg~c 
plann~ng sesslons were an Annual Workplan, endorsed by the MED and submrtted for 
approval to AID In late February, and an rmplementatron structure for the project 

I1 Strategy and Objectwes for the Year 

The central programming strategy for the first year of the project was to establ~sh 
sohd foundat~ons for successful ~mplementatlon In subsequent years Three aspects of 
foundat~on bulldlng were emphas~zed--mfrastructural, operat~onal, and programrnat~c 

mastruc&ral Fou- The first foundat~on bu~ldmg task was to put In place a 
basic mfrastructure for project operations--offices, staff, equ~pment, and staff tra~n~ngx 

A central BASE office was establrshed in space provlded by the ME0 under the 
terms of the counterpart agreement The admlnlstrat~ve office was supplemented by two 
satell~te techn~cal offices In the General D~rectorate of Educat~on and In Information 
systems to enable adv~sers to work in close prox~m~ty to MED counterparts A th~rd 
satell~te office was establ~shed In the MED warehouse in Barrro Morazdn to house the 
Procurement Manager and his staff Over the year, all four offices were equ~pped with 
furn~ture, computers, telephones, and other essential office equ~pment Two Cherokee 
Jeeps were imported to meet project staff transport requirements 



Local staff hrred over the course of the year included three secretarres, two drrvers, 
an accountant, an executive ass~stant, a procurement manager, and a procurement 
assistant All staff were trarned on the job In the admrnrstratrve and financial procedures 
and regulatrons, as approprrate, of both AED and AID By year's end, the BASE project 
full staff complement had been achieved, though the res~gnatron of the accountant left this 
position vacant as of December, 1994 

The local staff supplemented and supported the work of the project's three long-term 
advrsers (rn the areas of instrtut~onal development, currrculum, and teacher training) and 
that of the large number of short-term consultants who were brought In for perrods ranging 
from one to six weeks to provide technrcal assrstance or perform spec~fic technical services 
related to one or more of the multifar~ous activit~es that make up the BASE project The 
loss over the year of two of the three long-term adv~sers left a gap that had not been filled 
by year's end All outstandrng project posrtlons, however, are expected to be filled during 
the first quarter of 1995 (See further discussion In Sectron IV, Issues durmg Year 1) 

O~eratlonal Foundat~on The second area of foundat~on budding was the 
establrshment of the project's operational structures-rmplementat~on and coordrnat~on 
mechanrsms, communicatron systems, and contracting and procurement systems 

The three prrncrpals of the project (MED, USAID, and AED) consulted on the 
establrshment of the core operatmg mechanrsms for rmplementatron These mechanrsms 
rncluded an Execut~ve Committee and, rn~t~ally, three Technrcal Commrssions The 
Executrve Commrttee, pres~ded over by the Vice Min~ster, was composed of all General 
Drrectors, the BASE Chref of Party, and the AID Project Officer, and was charged with 
ensunng consistency between MED policy and strategres and those of BASE, overseeing 
the mtegratron of the three components of the project, and dlrectrng the sat~sfactory 
rmplementatron of the project In the varrous General Drrectorates 

The Technical Commissrons were created to operationahze the decrsrons of the 
Executive Commrttee and to be the condurt for informmg the Executive Commrttee 
regardmg the progress of the project in the three components The three Technical 
Commrssions, one each for lnstrtutronal Development, Teacher Trarnrng, and Curricular 
Development, were establ~shed to oversee the technrcal ~mplementation of the project, and 
included In their mandate the approval of short-term consultant scopes of work, the 
supervlsron of consultant actrvitres, the formatron of workrng groups to serve as consultant 
counterparts, and outline steps to ensure the integration of actrvrtles within the 
compopents Thew frequency of meetings was mrnimally every two weeks 

The composlt~on of the Techn~cal Commissions underwent changes over the year 
In August, with the approval of the Executwe Comm~ttee, the Teacher Training and the 
Currrcular Development Commissrons were unmed to reflect more clearly the necessanly 
close relatronshrp between the actrv~t~es In these two areas And In September, the 



Executive Committee agreed to expand in breadth and depth the participation by MED staff 
in the Technical Commissions, replacing General Directors with membership drawn from 
the level of office directors and technical personnel The Executive Committee agreed that, 
while the composit~on would be changed, the mandate of the Commissions would remain 
the same As the reconstituted Comm~ssions began thelr work, however, disagreements 
arose among the General Directors as to the scope of the Commission's authority, 
disagreements which affected adversely the implementation of the project and which was 
not expeditiously remedied through established institutional mechanisms (See Section 
IV, Issues during Year 1, for more details) 

Regular commun~cation channels were established and maintamed between the 
project and the MEb, between the project and USAID, and between the local and home 
offices of the contractors Weekly meetings between the chief of party and the USAID 
project officer served to keep both informed of latest developments and to address 
problems as they arose Within the ME0 itself, the chief of party met regularly with the 
Vice Mmster to discuss in private issues of concern relatmg to the project and its 
~mplementation Internal project coordination was achieved through weekly project staff 
meetings and technical staff meetings, during which matters relatmg to planning, 
programming, operations, and project integration were addressed Coordinat~on with other 
major donors--specifically the SlMEN and World Bank projects--was achieved through 
regular meetings held under the auspices of the Ofice of Project Coordination 

In both Washington and Managua, the Academy established systems and 
procedures, and hired appropriate staff, to carry out the complicated task of procunng 
goods and servlces on behalf of the project Not surprisingly given the complexity of the 
task, obstacles encroached on the expeditious procurement of equipment early in the 
project, but they served to spur management to seek more efficient procedures, which 
have now been put in place 

Indeed In all operational areas, the systems initially established were necessarily 
adapted and revised as each of the principals learned more about the project, the 
expectations of the other partners, and the organizational requirements of project 
management The period of adjustment was as important for the BASE project as ~t was 
for the MED The MED had I~mited previous experience in dealing with large-scale donor- 
financed projects and, moreover, it was understaffed in many key areas Adjustments to 
these circumstances by both instrtutions enabled them to find a common ground and 
purpose which rn the end brought a convergence of interests and rendered the project 
more gsponslve to ME0 needs While difficult at times, these adjustments are a 
necessary and healthy aspect of project implementat~on, adjustment through flexible and 
responsive problem solvlng instills in the project vltal~ty and dynamlsm Throughout the 
remalnlng years of the project, AED w~ll contnue to look for opportun~ties to Improve the 
operat~onal structures of the project through systematic adjustments 



The third area of foundation building was the forglng of 
the progmmmatlc structure of the project-priorities, mlx and relative emphaslb of activltlea, 
schsdullng of actlvltles, manpower and resource requirements for effective counterpart 
relatlonshlps, and content This critical area has been, end wlll continue to be a major 
focus of effort for the team of technical advisers 

The initiation of BASE project implementation in 1994 came two years after the 
project was designed, in the inter~m, the M~nistry had exper~enced sign~ficant personnel 
changes Few n the ranks of the ME0 senlor management were fam~liar w~th the project 
when it began and many had a limited background in educat~onal policy, ph~losophy, and 
practice Thus, the first year was a per~od for the Ministry to come to grips with its own 
interests and prlc lt~es and to understand how the BASE project related to these priorities 
This process of wlf-educat~on was conducted at many levels--from the Mnister and top 
policy makers down to the director level Over time, ~t became clear that there were 
differences both between the project and the MED, and within the MED ~tself, about where 
and how the project could be most useful By the time of the year-end review and the 
plann~ng workshops for year 2 of the project, some of these Issues had surfaced 
adequately to be addressed and resobed through a redetin~tion of project objectives on the 
one hand and a realignment of consultant-counterpart relat~ons on the other As with the 
operational systems, thls revlew and renewal of the project on the conceptual level a a 
slgn of a healthy and growing project It is never easy, but it IS necessary if the project IS 
to remaln relevant (See Issues durlng Year 1) 

The operatmg pnnclple of the BASE project has been that the process of projeqt 
implementatiofi IS just as important as the end product in achievmg sustamable educational 
refoml To attain th~s end the project has attempted to foster effective pahapatron through 
d~rect ME0 mvolvement In programming and planning activities, as well as through the 
establ~shment of active counterpart relationsh~ps between project consultants and MED 
staff In the offices recelvrng BASE technical assistance In this context, the Executive 
Comm~ttee and the Technrcal Commissions are as important as symbols of MED 
mvolvement as they are as mechanisms for project ~mplementation The pnnc~ple of MED 
ownersh~p has not been easy to ach~eve, in part for the reasons enunciated above For 
most of the MED senlor management, at its inception BASE was no more than an 

2. 

acronym, many understood netther tts goals nor how rt might be used legitimately to serve . 
MED's institutional alms Because understanding was I~mited, so also was comm~tted 
cooperation at the outset Rather, many shared the view that EASE was at bottom a mere 
service provider, not a partner In reform This perception changed rad~cally over the 
course of the year as MED officials began to see more clearly how the project could be an 
effective resource for achieving MED goals, to the extent that as a result of Year 2 
plann~ng, BASE 1s now at the heart-rather than on the penphery-of the MED programming 
agenda 

,I 



With~n the constramts ~rnposed by the env~ronment described above, the first year 
actw~t~es, as prescr~bed by the 1994 Annual Plan, were onented toward three prrorrty areas 
(1) diagnost~c analyses, (2) mter~m act~ve methodolog~es tramng, and (3) support of 
curr~cular reform, as follows 

1 Diagnostrc Analyses The analys~s of current systems, structures, and 
procedures operatmg In all the major areas of project ~ntenrent~on was carr~ed 
out w~th the mtent of determlnmg strengths and weaknesses and to recommend 
reforms, whose implementat~on would be programmed In subsequent project years 
Analytrcal surveys were conducted rn the areas of budget, pol~cy-makmg, 
accounting, mformat~on systems, decentral~zat~on, evaluation, plannmg, log~stlcs, 
pre- and in-service teacher tra~nmg, and curriculum 

2 Actwe Methodologres A second area of programmat~c concern for the project 
In the first year was teacher tra~nmg, where emphas~s was placed on large-scale 
actwe methodolog~es trarnmg as an interim solut~on to upgradmg and modermzmg 
elementary teachmg, pendmg the mtroduct~on of new curr~cula In Year 2 

3 Curricular R e f m  Log~cally, a th~rd area of programmat~c emphas~s was the 
support of curricular reform ~nrt~at~ves In the MED through the provlslon of techn~cal 
ass~stance in the development of new programs of study and attendant teachers' 
gu~des for grades 1 and 2, wh~ch were scheduled to be field tested, follow~ng 
extensrve tranng, rn Year 2 

Ill Accompltshments 

The development of a v~able infrastructure for project ~mplernentat~on went hand In 
hand w~th the unfolding of an ambitlous slate of act~vit~es, outlrned In the 1994 Annual Plan 
for each of BASE'S three components lnst~tut~onal Development, Teacher Tra~n~ng, and 
Curr~cular Development Baselme stud~es were completed for key project mdrcators 
reduce grade repet~t~on by 20 percent and Increase student ach~evement In Mathematics 
and Language Arts by 50 percent A total of 11,358 persondays of tra~nmg In various 
areas was completed Among the s~gn~ficant accomplishments of the first year were 

lnst~tut~onal Development 

e Decentralizatron Develop strategy and implementat~on plan, develop 
emergency mun~c~pal tralnmg plan Sponsor MED workshop to develop 
~nst~tut~on-w~de strategy for decentral~zat~on (60 person-days) Conduct 
workshop to farn~l~ar~ze ME0 staff w~th decentral~zatton plan (28 person- 
days) Prov~de decentral~zat~on office w~th techn~cal ass~stance and 
equipment Develop departmental and rnun~c~pal tra~nmg plan, materials, 



and implementat~on schedule Coordmate BASE support for decentralization 
w~th World Bank and other donors 

Plannrng Review MED planning system and recommend changes, 
provide techncal assistance In planning Conduct workshop In strategy 
defin~tion (20 persondays) and strateg~c planning for 1995 (57 person-days) 
Develop plan for ~mplementation of plannmg system based on strateg~c 
management Observat~onal v~sit to El Salvador SABE project (20 person- 
days) 

Management lnformatlon System (MIS) Define mformation needs of the 
MED, assess current facilrt~es, assess local support capac~ty, des~gn 
system and hardware/so&are specifications System design approved by 
IRM Tralnmg In Access software (175 person days) Observat~onal tour of 
MIS system In Guatemala (15 person days) Interim hardware upgrades 
purchased, pendmg procurement of overall MIS system 

Human Resource Development Current HR system assessed, 
recomrhendations for improvement developed Develop design for 
integrated human resources data base Develop procedures and 
~nstruments for un~versal MED job descr~ptrons and functions, wh~ch wrll 
be the bass for assessing sk~ll needs and professional training needs 

Accountrng Perform accountmg system analys~s Present to V~ce Minister 
findmgs and recommendat~ons for new accounting system based on 
decentraked MED Survey software packages for new accountmg system 
Reform account code system and develop new account codes 

Budgeting Analyze current budgetmg system and recommend reforms 
Survey software packages available for use w~th reformed MED budgetmg 
system 

Management Trarnrng Develop mtegrated data base in Human Resources 
to perm~t detect~on of professional tramrng needs in the MED 

Evaluatron Workshop in formative evaluat~on (1 0 person days) Develop 
assessment of ME0 evaluat~on needs, collect ava~lable ~nstruments, and 
recommend procedures for ~nst~tut~on-w~de forrnat~ve evaluat~on system 
Conduct baselme studies on grade repethon and fourthgrade student 
achievement In Mathemat~cs and Language Arts 

Logrstics Assess needs In security, purchasing, and transportat~on 
Discuss findings w~th pertment MED counterpart staff 



a Polrcy Formulatron Assess policy formulation mechanisms operating In the 
Direcc~dn Superior and the Nat~onal Educational Council and recommend 
improvements 

Teacher framing 

Develop long-term teacher tra~nrng strategy, ~ncludrng full assessment of 
current pohcy, structural constraints to profess~onaluat~on, admrnistrat~ve 
structure, national tramer network, and the role of demonstrat~on and 
laboratory schools Workshop in organ~zat~onal and pol~cy issues (32 
person-days) 

Tram 2,990 teachers and tramers in actwe methodology teaching methods 
(total 10,1 I 0  persondays) 

Evaluate actwe methodology tra~nmg program 

Design and produce basrc educat~on manual and prepare for publ~cation 

Trarnrng In standard~zed achievement testing (30 persondays) 

Trainrng of Trainers (10 person-days) 

Conduct workshop on constructrv~st teachmg methodologies (1,500 
person-days) 

Develop jomt management systems for teacher tra~ning and curriculum 
development 

Develop cr~terra for selection of demonstration schools, laboratory schools, 
and master teachers Design master teacher tra~nmg network Select 
demonstratron schools, laboratory schools, and master teachers 

ln~tiate procurement of equ~pment and furniture for demonstrat~on schools 

Develop trarnrng des~gn for ~mplementrng teacher trarnmg network 

Curr~culum and Mater~als Development 

e Form and tram a National Curriculum Reform Comm~ssion 



o Conduct workshops on state-of-the-art curricular mater~als (2,400 person- 
days) 

0 Define programs and grade level competenc~es for grades I and 2 In 
language arts, math, and natural science 

Develop draft teachers' act~v~ty guldes for grades 1 and 2 In math and 
language arts 

0 Tram MED offic~als and technmans In curr~culum des~gn, pedagogy, 
objectwe matrices, bas~c grade level competencles, and construct~v~st 
educat~on (1,520 person-days) Observatron trlp to El Salvador SABE 
project (20 person-days) 

0 Conduct tramng In prototype evaluat~on ~nstnrments 

o Assess cost recovery options for curricular materials and teacher tramng 

0 Adm~n~ster ach~evement tests In math and language arts to 6,000 4th 
grade students to establ~sh baselme data 

IV Issues Durmg Year 1 

Perceptrons of the PQ& The most s~gn~ficant ~mplementat~on Issue, or series of 
Issues, over the first year mvolved the educat~onal process for the MED, AED, and USAlD 
on the role of the project In the Mln~stry In the begrnnmg of the year, the M~n~stry had lrttle 
understandmg of the project or how to mtegrate it In several Instances, MED staff v~ewed 
the BASE project goals as bemg apart from the~r own pr~or~t~es In some cases, MED 
counterpart support was not ava~lable at cr~t~cal t~mes, and BASE consultants found 
themselves workmg alone--a s~tuatlon that was incons~stent w~th the BASE approach of 
Integrated, partupat~ve work The M~nlster became concerned that the BASE project was 
not flex~ble enough to meet the ~mmed~ate needs of the Mmstry-a flawed percept~on that 
was not addressed n the MED-USAID commun~cations channels These Issues were not 
fully art~culated or addressed untrl the BASE plannmg retreat for the second year, at wh~ch 
t~me many of the m~sunderstandmgs were resolved As ~t turns out, most of the changes 
needed were relat~vely minor and eas~ly addressed once USAlD was d~rectly rnvolved To 
some degree, thls was an unavo~dable part of the ~mplementatlon process In the beg~nnmg 
stages In the second year of the project, BASE will seek to facrlrtate regular opportunrtles 
for effectwe commun~cat~on among the three partres to resolve misunderstand~ngs at an 
early stage 



The -of Deceabk.aW for the Pm!e& The role of decentral~zatton in 
the project has also been a significant rnfluence in the first year Gwen the considerable 
delay between the project desrgn and initiation of the contract, MED policy and 
concomitant programming had changed and were evolving quickly While the importance 
of decentralrtat~on in mintster~al strategy was evident, the speafics of the decentralization 
plan were still In the early stages of definit~on The lack of definition had a direct impact 
on many of the ~nstrtutronal strengthening acttvitres that would be affected by the final 
decentralrzatron design--budgeting, accountmg, human resources, MIS, and train~ng 
BASE responded by offering resources and techn~cal assistance sufficient to provide the 
rmpetus (1) to create an mstitutional Infrastructure to execute decentralrzatron and (2) to 
develop a coherent strategy and rmplementatron plan to gurde the decentralrzat~on 
process By helping to set up a foundation for decentralizatton policy ~mplementation, 
BASE was able to clear the way for more rational planning of reforms In the various 
admrnrstrative subsystems that eventually would be necessary to support decentral~zation, 
and, at the same time, permit project work to proceed in those areas with lrttle or no delay 

no-Tern Advrsers, The process of replacing long-term advisers was also an 
Issue and a constrarnt In the first year One adviser left for med~cal reasons and 
another to permit the project to seek someone with a more appropnate mix of skills for the 
current needs of the Mrnistry The recruitment process to replace these advisers was 
extensive, employing multiple methods to ~dent~fy candrdates on three continents 
However, the lack of clear cr~teria and procedures for review and approval of cand~dates 
has resulted rn a continuing rnability to fill these positrons to the satisfaction of all parties 
A cand~date for the teacher trainer slot was approved by the appropriate committees but 
the decision was overturned by top officials, the candidate for wrnculum adv~ser, who had 
been recommended by a top MED official, was dism~ssed out of hand F~llmg these 
positions IS a top priority for the second year, to do so, however, w~ll require establlshmg 
and enforcing the consistent applicatron of mutually acceptable procedures and criteria 
for candidates 

Short-Ten Consultanfs To carry out much of the work of the project, especially 
in the area of inst~tutional development, the project relres extens~vely on short-term 
consultants It IS true that the nearly thirty consultants who have worked on the project in 
the first year have had an enriching effect on the project and have made cr~tically 
srgnificant contnbut~ons to moving the project along in many important areas Nonetheless, 
from management and programmatic viewpornts, heavy rehanee on a large number of 
short-term consultants has serious drawbacks On the management s~de, the 
admin16tratwe burden IS overwhelm~ng each new consultancy requires a scope of work, 
a search for consultant candrdates, negotiatron between MED and consultant on trmlng of 
the consultant v~s~t,  review and approval of SOW and consultant by the respectwe 
Techn~cal Commission, requests to AID for technical and travel approval and a request for 
country clearance-plus contmuous follow-up of all these steps Even with repeating short- 
termers, many of the above steps stdl have to be followed From start to finish, a typical 



consultancy could take from two to six months to set up, and rnvolves staff in offices 
stretchrng from Managua, to Guatemala Crty, to Washington, D C , and sometimes to Los 
Angeles And the same effort is required to bring someone for three days as it is for three 
weeks On the programmatrc side, itinerant consultancies suffer from many ills One IS 

discontrnuity frequently work on a given objectlve takes place only when the consultant 
IS in town and goes rnto hrbernation when he leaves, to be revived again on his return 
Another IS project fragmentation a project that IS already fragmented rnto 30 objectrves 
rn three components suffers further fragmentatron when the consultancres themselves are 
broken by the short-term modality into tiny chunks A thrrd is discoordrnation and 
drsintegratron rt IS rare that all consultants workrng in a given component are on site at the 
same trme, which makes it almost impossrble to coordinate, much less rntegrate, work 
performed rn related areas A fourth IS short-term myopia because he's only In town for 
short spurts, wrth weeks rntervening between vrsLs, the short-termer has a drstorted vlew 
of MED and BASE realrty, which sometimes does not matter, but when rt does, grves nse 
to equally drstorted perspectrves and judgments about the proper courses to be followed 
In the consultancy and, indeed, In the project itself Short-term myopia, in a word, can lead 
to long-term problems 

The project has over the year taken numerous steps to correct some of the 111s of 
short-termacy Weekly technical meetings are held for all technrcal staff present In order 
to drscuss Issues of coord~natron and rntegratron Consultants on multi-v~sit consultancies 
are encouraged to reduce the number of vwts and extend to the maxlmum poss~ble the 
time on srte Consultants are expected to have entry and exrt rnterviews with the 
respectrve Technical Commission, a move designed to fac~lrtate continuity, enhance ties 
between consultant and ME0 technrcrans beyond the immediate counterpart, and reinforce 
the clrent status of the MED in the eyes of both the MED and the consultant By mmbinrng 
two consultancres rn a single consultant, an attempt was made to reduce the number of 
short-term consultants, reduce the admrnistrative burden of managing the short-term 
program, and concentrate work in proven short-termers The effort failed when it became 
apparent that the consultants could not perform twice the work In the same amount of trme, 
and they were unable to extend their time commrtment to the project The project wrll 
contrnue to search for ways to ameliorate the adverse effects of the short-term mode, on 
the other hand, project management IS resrgned to the reality that there wrll always be 
problems associated wrth thrs sur generis approach to provrdrng technical assrstance 

Internal lmglement~ng Mechanrsm~ Durrng the last quarter of the year, datrng 
roughly from the t~me of the recomposition of the Technrcal Commrssions, the 
rmplementing mechanisms establ~shed to integrate the project into the MED institut~onal 
structure began to experience a kmd of paralysis Questioning by certam General 
D~rectors of the Technical Comm~ss~ons' mandate-partrcularly thew authority to make 
decisions and take actron regarding the work of the short-term consultants-created a 
legrtimacy crisis In those bodies (a crrsis that affected much more directly the 
Adminrstratrve Commissron than it drd the Educat~on Commissron) Whrle meetmgs 



contmued to be held ort a regular basis, t~me dunng the meetmgs was ~ncreasmgly devoted 
to d~scussions of the role and functrons of the Commlss~on and speculation as to wheh and 
how the Executrve Comm~ttee would resolve the issue As rt turned out only two of the five 
General Orrectors represented In the Adm~nistrat~on Commiss~on ser~ously challenged the 
mandate of the Comm~ss~on One of these took the ~nit~at~ve to develop a proposal 
redefining the functlons of the Commrss~ons, ehmrnatmg dec~s~on makmg and consultant 
supervision functlons Though the proposal was delivered to the V~ce-Mln~ster, no actlon 
was taken e~ther indiv~dually or through the Executrve Committee Indeed, all meetmgs of 
the latter body scheduled after October were cancelled The project d~rector adv~sed the 
Admin~stration Comm~ssion to continue to operate under the rules approved by the 
Executive Comm~ttee rn February until advised otherw~se by that Comm~ttee At the same 
time, he repeatedly brought the problem to the attention of respons~ble officrals and urged 
that the Commrttee be convened to address it By year's end, however, no action had 
been taken 

The crumblmg of the rmplementat~on mechanisms IS crit~cal because not only does 
~t mean the effectwe removal of senror management from mvolvement In the project, but 
also ~t means that issues that are ~mportant to the smooth and effic~ent funct~onrng of the 
project are left unresolved 

V. Second-Year Plannmg 

As a result of the annual review and planning process, several changes were 
proposed for the project in both process and content The MED has requested that a 
number of minor support activities be elrmmated to allow for more emphasrs on the highest 
priorrty areas of educat~onal transforrnat~on and admmistratrve decentralizat~on The MED 
has also requested several s~gnrficant new activ~ties andlor Increases in level of effort In 
existmg activities In 1995 These changes ~nclude more technical assistance in 
decentralizatron, support in researchmg and draftmg a new general law of education, 
several stud~es on factors affecting educational quality, and an rntens~ve tra~nina Oroaram 
_ I n e r  t r a m w  curr~cular development, and educat~onal plannmg for sixteen MED 
technicians The content and order of the BASE components and act~v~ties have been 
rearranged rn the Year 2 Workplan to reflect these priorities and new act~v~tles In order 
to implement some of these changes, AED w~ll  request clanficatron of contract del~verables 
and a lrne rtem budget adjustment 

By the end of the first year of project implementation, the stage was set for 
significant progress in Year 2 in all three components The first- and second-grade 
teachers' activit~es guides will be d~str~buted and teachers will be trained in their use for 
extenswe field testing, leadng to revision and publrcation of the matenals by the end of the 
year Teachers' aid mater~als for the third and fourth grades wrll be des~gned and produced 
for testing The national teacher trarning network will be placed In operation through 7,200 



person-days of trarnrng of trainers and supervrsors leading to the formal preparation of the 
master teachers to carry on the trainrng of thew colleagues in subsequent years The 
demonstration schools and laboratory schools will be furnished Hnth student desks, teacher 
desks, bookshelves, and other furnishings to convert them into operatronal sites for 
materials testing and local training of teachers Formatrve evaluation systems wrll be 
implemented for all components Fundamental strengthening of key adminrstrative 
systems will be completed in the second year, rncluding budget, accounting, human 
resources, and tra~ning The decentralrzatron program wrll be implemented In vrrtually all 
departments of the country, and school offic~als at all levels will be trarned rn the new 
procedures to go into effect wrth decentralrzation Frnally, the MIS equtpment wrll be 
purchased and mstalled, and MED officials at all levels will be trained 

Overall, the second year sf the BASE project entails a very ambitrous programmmg 
agenda To make it successful, a full team of long- and short-term advisers will need to 
be put in place as soon as possible 

VI lmplementat~on and Pol~cy Issues for Year 2 

The key Issues to be addressed for the second year of project tmplementatron are 
operational rnechan~srns and procedures, project subcomponent integration, and 
counterpart support 

d Proce- As noted above, there 1s a critrcal 
immediate need to review and revise the mechanrsms and procedures for mternal project 
tmplementatron Not only must the Executive Committee and Technical Commrssions be 
consol~dated, but also important procedural rssues--such as approvals of scopes of work, 
supervision of consultant activitres withrn the MED, and the development and appllcatlon 
of crrteria for selecting long- and short-term consultants-must be addressed and resolved 

m e t  InteglZtfLQn As the project enters thrs year rnto full-scale rmplementation of 
systems, procedures, and reforms, there will be a growing need to coordinate and integrate 
inrtrat~ves in a variety of areas Hereinafter, for example, the trainrng of teachers In active 
methodofogres will cease to be an independent, stand-alone acbv~ty, and, rather, wrll occur 
only rn conjunction wrth the introduction or reinforcement of new or exrstrng drdactic 
materials, ~t will be, in sum, a means for furthering curricular reform goals, not an end In 
itself !n sim~lar fashron, reforms to come about in such areas as budget, accounting, and 
human resources must srmultaneously be coordrnated among themselves and as well tred 
to and be coordinated wrth activities being carr~ed out in the areas of decentralrzation (on 
the policylorganizationaI side) and mformation systems (on the technical srde) The 
~mportance of integration for successful project implementat~on makes it imperative on the 
one hand that extsttng rntegratron mechanrsrns-such as the Executive Comm~ttee and 
weekly BASE consultant technrcal meetings-be consolidated and strengthened, and on 



- 

--... the other that new, permanent operatronal systems--such as inter~nstitutional workrng 
groups--be created The project must also contmue to strrve to ensure that short-term 
consultants ~n areas that require a hrgh degree of coordination arrange thew tr~ps to - 

- Ntcaragua so that they are all on ate at the same time or at least have substantla1 overlap 
Without a doubt, the smgle most serious obstacle to effect~ve integratron IS the project's 
dependency on short-term consultants for the bulk of its techn~cal assrstance In the 

- rnstrtutional development component 

Counmart  S m  A thlrd Issue that must be glven consrderatlon to Insure 
- successful ~mplementat~on ~n 1995 is effectwe counterpart support The partnersh~p 

agreement that glrds the project enta~ls an effective dwlslon of labor between the 
contractor--wh~ch prov~des techncal ass~stance, tralnmg, and equrpmenb-and the host 

- - agency-whch suppl~es office space, fuel for project vehcles, and, most rmportantly, 
human resources Without s~gn~ficant personnel Inputs by the MED, the recommendat~ons 

- 
and deslgns provided by project technrcal ass~stants cannot be mplemented Because of 
budgetary and level-of-effort Irm~tat~ons, project technrcal ass~stants cannot be expected 
to perform MED staff funct~ons But just as ~mportant as MED manpower for 

..- lmplementation is MED manpower for on-the-job tramng, a centerpiece of the project's 
sustarnab~l~ty strategy The level and effectiveness of counterpart support WIN be monitored 
routmely throughout the year and, as appropriate, will be put on the agenda for d~scuss~on 9 
at Executrve Commrttee sesslons 

Managua 
1 1 February 1995 


